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                Abstract 
High levels of teacher attrition can negatively impact student learning, cause financial 
impairment to the organization, and hinder students’ socio-emotional development. Staff 
induction can be described as a process by which new employees learn and adjust to an 
organization's norms and expectations to perform their assigned role in the organization 
effectively. For international schools, however, staff induction is more complex and nuanced, as 
newly-hired staff are coming from another country and are thus subject to unique challenges that 
can cause stress, anxiety, and unease. Some challenges that newly-hired staff may experience are 
culture shock, homesickness, communication frustrations due to language difficulties, and a 
struggle in understanding cultural differences between their cultural norms and that of their new 
residence. Staff induction processes at international schools can vary greatly, but sadly, a 
majority of them fail to consider and address the myriad of challenges mentioned above. This 
Organizational Improvement Plan (OIP) uses a blend of servant leadership, ethical leadership, 
shared leadership, and coaching leadership, embedded through a pragmatic worldview. The 
problem of practice is focused on addressing high levels of expatriate teacher attrition at an 
international school in the Middle East. The plan identifies the Problem of Practice, outlines the 
desired end-state through a detailed monitoring and evaluation plan, and provides a change 
communication plan. The ultimate goal of this OIP is to provide a practical and valuable 
improvement plan that can create positive lasting change. 
Keywords: Teacher attrition, staff induction, international school, improvement, ethical 
leadership, servant leadership
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Executive Summary 
           Sand Dune Academy (SDA) is an international school in the Middle East offering the 
Primary Years Programme (PYP) from the International Baccalaureate Organization (IBO), as 
well as the British Curriculum Primary Program and International General Certificate of 
Secondary Education (IGCSE). The school has a robust student population of approximately 
1,850 students from over 60 countries and employs 180 expatriate teachers. SDA is an 
organization with several business endeavours that generate revenue and profit, as SDA has a 
corporate-style structure and strategy that focuses on revenue and profit growth.  
           The Problem of Practice (PoP) focuses on high levels of expatriate teacher attrition that 
are causing adverse effects for the organization. As most expatriate teachers do not sign on for an 
additional year of service after their initial two-year contract, SDA struggles to maintain teacher 
retention. Research suggests that high levels of teacher attrition can negatively impact school 
performance and educational outcomes (Darling-Hammond, 2003; Mancuso et al., 2010; 
Heineke, 2018; Wyatt & O’Neill, 2021). Moreover, high teacher attrition can have serious 
financial consequences for international schools, as recruitment costs can be substantial and have 
the potential to threaten an organization’s level of solvency (Odlund & Ruzicka, 2009). 
Addressing SDA’s absence of a formal and intentional induction process for newly-hired staff 
seeks to tackle their deficiency in teacher retention rates, as staff induction has been identified as 
a crucial process for any organization (Halicioglu, 2015). 
           Staff induction can be defined as a process by which newly-hired employees are 
introduced to an organization through a series of deliberate activities, events, and procedures. 
Staff induction is particularly important and nuanced for international school teachers, as 
international school teachers encounter different hardships and challenges than they would face 
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in their native country (Bailey, 2015). Teachers who leave their homeland and teach overseas can 
face a plethora of difficulties, including adaptation and transition issues (Kim, 2008), conflict 
with personal and cultural identity (Roskell, 2013; Grimshaw & Sears, 2008; Poole, 2020), and 
culture shock (Halicioglu, 2015). SDA could potentially address their low teacher retention rates 
by focusing on developing and implementing a thoughtful, intentional, and well-planned 
induction process.  
           The OIP uses a blended leadership approach of servant leadership, ethical leadership, 
shared leadership, and coaching leadership, bolstered by a pragmatic worldview. Servant 
leadership possesses certain qualities, such as an emphasis on attending to the needs of followers 
(Ragnarsson, 2018), that make it an ideal leadership approach to address the PoP. Ethical 
leadership focuses on creating and sustaining respectful relationships with followers (Qin et al., 
2014), which can be used to create trust and foster a stronger sense of community. Shared 
leadership allows for a collaborative approach toward organizational improvement (Pearce & 
Conger, 2003), bringing together stakeholders from various levels within the organization. 
Coaching leadership works to facilitate the development of leaders through guidance and 
mentorship (Ladegard & Gjerde, 2014). Maslow’s hierarchy of needs is used to illustrate the 
inherent human desire for safety and belonging (Bland & DeRoberts, 2020), both of which can 
be considerately addressed by using an effective induction process. The framework for leading 
the change process is centered on the use of Kotter’s (1996) eight-stage process of change and 
Nadler and Tushman’s (1989) organizational congruence model. 
           A detailed and thorough change implementation plan illustrates how SDA can develop 
and implement an effective staff induction process that communicates care and thoughtfulness, 
which has the potential to increase teacher retention rates. A rigorous monitoring and evaluation 
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plan outlines how SDA can ensure that their efforts are guided toward tangible objectives, 
ultimately leading to lasting and meaningful change.  
 Chapter One will introduce the Problem of Practice by giving a concise summary of the 
organizational history and context, including SDA’s mission statement and vision, SDA’s 
leadership structure and leadership approach, and SDA’s current issue with expatriate teacher 
attrition. Chapter One will also discuss questions that emerge from the PoP, as well as a section 
on organizational change readiness.  
 Chapter Two focuses on planning and development, the framework for leading the 
change process, a critical organizational analysis, possible solutions to address the PoP, and a 
final section on leadership ethics and organizational change.  
            Chapter Three addresses the implementation, evaluation, and communication of the OIP. 
The main sections of Chapter Three include change process monitoring and evaluation, 
communicating the need for change, and the change process. The final section of the OIP will 
attend to next steps and future considerations. The section on next steps discusses the necessity 
for adequate funding and the efficacy of performing an after-action review. Finally, future 
considerations inform the reader about the possible incompatibility of the OIP with other 
international schools that may have different leadership structures and organizational norms, 
thus, highlighting the OIP’s potential lack of universal applicability. Furthermore, future 
considerations require the reader to consider the financial constraints that currently exist at their 
organization and whether those constraints may hinder their opportunity to execute the OIP to its 
fullest extent.  
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Chapter 1: Introduction and Problem of Practice 
  Teacher attrition in international schools is an issue that affects various organizational 
stakeholders in a myriad of ways. When attrition levels are high, a plethora of negative effects 
can occur, such as decreased student performance, financial strain on the organization due to 
increased recruitment costs, and detrimental impedances to students’ socio-emotional 
development. Addressing high teacher attrition is not a straightforward process, as there are 
various factors that can contribute to this issue, especially in an international school setting. 
Moving abroad to teach and work internationally can be an exhilarating experience, filled with 
adventure and cultural exploration; however, it can also be an experience engulfed in isolation, 
confusion, and despair. More often than not, international schools fail to realize the tremendous 
difficulty that newly-hired teachers face as they attempt to adapt to their new surroundings from 
a workplace standpoint, and a community and homelife perspective (Stirzaker, 2004; Benson, 
2011). Newly-hired teachers may be coming abroad for the first time, completely unaware of the 
effects that culture shock can have on them and their families. The induction process that 
international schools plan and execute can have a remarkable effect on how newly-hired teachers 
transition to their new workplace and home (Joslin, 2002; Wyatt & O’Neill, 2021). Effective 
induction processes can alleviate anxieties and foster an optimistic transitionary period 
characterized by confidence and trust (Stirzaker, 2004; Roskell, 2013; Joslin, 2002; Wyatt & 
O’Neill, 2021). Salary and benefits can also have an effect on teacher retention rates in 
international schools, as teachers may leave schools for opportunities elsewhere that provide a 
more robust financial package (Imazeki, 2005). Other factors that contribute to attrition rates 
include a lack of teaching resources, large class sizes, and limited mobility within the 
organization.  




 In this chapter, the following areas will be discussed: organizational history and context 
of Sand Dune Academy, leadership position and lens statement, leadership problem of practice, 
framing of the problem of practice, questions emerging from the problem of practice, leadership 
focused vision for change, and organizational change readiness.  
Organizational History and Context 
Sand Dune Academy (SDA) is an international school situated in the Middle East, 
serving a student population of approximately 1,850 students. SDA was founded in 1971 and has 
continued to expand across its geographical region in the Middle East. With a student population 
comprised of students from over 60 countries, SDA offers the Primary Years Programme (PYP) 
from the International Baccalaureate Organization (IBO), as well as the British Curriculum 
Primary Program and International General Certificate of Secondary Education (IGCSE). SDA 
seeks to provide quality education for expatriates and local students through the delivery of a 
comprehensive curriculum. The school employs 180 teachers from various countries, with a 
predominant number coming from the United Kingdom, as the school offers British curriculum 
in both their British Lower School program and their Upper School program.  
The Corporate Side of SDA 
 SDA owns an extensive array of businesses that are located in close proximity to all three 
campuses. The businesses that SDA owns and operates include grocery stores, sporting goods 
stores, and cafes. The commercial side of SDA’s operations are geared toward generating profit 
that can be used to keep the three schools operating, as the three schools under SDA’s ownership 
continue to operate at a loss. A majority of the capital expenditure that is allocated to the school 
is put toward aesthetic upgrades, including a recent marble entrance to the administration 
building and a porcelain fountain that encircles the main entrance. Academic and classroom 




resources do not receive adequate funding, which has brought many teachers to the point of 
having to buy their own resources in order to adequately teach specific curriculum content. 
Budgetary constraints have greatly impacted the school’s ability to support staff members with 
the procurement of necessary resources, which has had a negative effect on student learning and 
teacher job satisfaction.  
SDA’s Mission Statement, Vision, and Education Approach 
 In its mission statement, SDA outlines three goals that the organization seeks to obtain: to 
create a culture of lifelong learning; to deliver a broad, balanced and challenging education that 
enables all learners to succeed; and to create a safe, stimulating, and engaging learning 
environment. The vision statement is centered around community, with education being a strong 
pillar from which the community can grow and flourish, referring to SDA as a centre of 
excellence in learning at the center of the community. SDA believes that teachers are key 
community members who facilitate communal growth and development toward a shared vision 
of the future. Teachers at SDA contribute immensely to community events that extend the 
school's reach in the community, often committing their weekends and evenings for such events.  
SDA’s approach to education is centered around many of the IBO’s Learner Profile 
Attributes (IBO, 2021), such as being caring, open-minded, and reflective. SDA states that their 
students, as global citizens, are expected to show an open-minded interest in the world and to be 
respectful, tolerant, and understanding of others. SDA encourages students to embrace challenge 
while taking responsibility to achieve their best. SDA also commits itself to offering inclusive 
education for all, as it does not have an entrance exam or minimum academic standards used for 
admission decisions. Students with special education needs are admitted into the school; 
however, resources and training for teachers to respond and attend to these special education 




needs are not provided. SDA has been vocal in its advocacy for inclusive education but has 
failed to address the training and resource needs that teachers and support staff feel are lacking.   
SDA’s Leadership Structure and Leadership Approach  
SDA’s three distinct schools (British Lower School, IBO PYP Lower School, and Upper 
School) are led by a sizable leadership structure comprising a Board of Directors, a 
Superintendent, three principals, and six assistant principals. Directly below the assistant 
principals are the Heads of Department (HODs) and teachers. SDA’s Board of Directors have 
direct control over all of the school’s operations, especially in the realm of budgetary decision-
making and expenditures. Divisional principals report budgetary requests to the superintendent 
who has the authority to veto any proposal if he deems it unfit for Board approval. Divisional 
assistant principals do not have the authority to make any budget requests and must instead go 
through their division principals with any budgetary needs. The hierarchical structure of SDA’s 
leadership creates a clear lineage of power and authority, as communication through appropriate 
line managers is mandated throughout the organization. Staff with positions of responsibility are 
reprimanded if they break the chain of command via written chastisement that is put on record. 
Due to the discouraging policies that are put in place, very few staff make efforts to assert 
themselves in decision-making or lend their ideas for change and improvement. The environment 
described above has made innovation and risk-taking among SDA faculty almost non-existent, as 
faculty members do not feel that they are in an encouraging environment, where ideas are valued 
regardless of where someone lies on the hierarchical ladder. Figure 1 illustrates the hierarchal 
structure of SDA’s leadership. 
 
 


















Note. SDA’s leadership structure follows a top-down model. 
 The Board of Directors and school administrators embrace a hierarchical and 
authoritarian view on leadership, where a chain of command is firmly adhered to. Cheng et al. 
(2005) define authoritarian leadership as “behavior that asserts absolute authority and control 
over subordinates and demands unquestionable obedience from subordinates” (p.91). A central 
feature of authoritarian leadership is an emphasis on unilateral decision-making, where leaders 
strive to maintain full control over this area of responsibility (Shuch et al., 2013; Tsui et al., 
2004). Furthermore, in authoritarian leadership environments, leaders tend to ignore the 
suggestions of their followers and rely solely on independent thought, discounting others' 
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contributions. According to Ertureten et al. (2013), authoritarian leaders believe that they are 
more knowledgeable than others in their organization and have the right to do things 
independently because they are superior in this realm. The supercilious tendencies of 
authoritarian leaders propel them to collaborate less, which can lead to disengagement from 
followers (Tsui et al., 2004). Authoritarian leadership is also characterized by an incessant desire 
for full control over coveted outcomes and resources (Shuch et al., 2013). SDA's approach to 
leadership fits the authoritarian narrative as a top-down method to decision-making, which is 
consistently adhered to in all facets of school life at SDA; teachers are not asked to contribute to 
the process of decision-making and are undoubtedly treated in a subordinate manner.  
Teacher Attrition at SDA 
 SDA has struggled, historically and currently, at retaining teaching staff to an adequate 
degree. According to SDA’s hiring records, SDA struggles to maintain a 50% retention rate for 
teachers ending their initial two-year contract. Between 2015-2019, 70% of teachers did not sign 
on for an additional year of employment at the end of their initial two-year contract period. 
Moreover, in 2017, an alarming 85% of teachers did not resign for an additional year, in what 
can be summed up as a mass exodus, and 95% of those teachers were just ending their initial 
two-year contract (SDA Staff Lists, 2017). Teacher attrition is a serious issue hindering SDA’s 
ability to create stability in their work force, which has had a cascading effect on their capacity to 
offer students continuity in their educational experiences. Constant teacher turnover has made it 
difficult for students to establish and maintain meaningful relationships with teachers, as the time 
frame for the establishment of these relationships is too limited. The constant teacher attrition 
has also made it difficult for staff members to form and maintain meaningful relationships with 
colleagues, as teachers find it difficult to invest time and energy into social life in an 




environment that is constantly in flux. Research shows that high levels of teacher attrition can 
create relationship barriers between students and teachers, and between teachers themselves 
(Madigan & Kim, 2021; Fraser & Walberg, 2005). 
 In summation, the organizational context that SDA situates itself in is one that is 
hindering its ability to function at optimal capacity and effectiveness. The corporate endeavours 
that SDA pursues, although intended to generate profit that can be put back into the three 
schools, has ironically directed energies and collective focus away from the effective functioning 
of the three schools. SDA’s mission and vision are centered on community and IBO 
philosophies, seeking to be an integral member of the education community while instilling 
Learner Profile Attributes (IBO, 2021) in their students. SDA has an elaborate, top-down 
leadership structure that relies on authoritarian and autocratic leadership practices, which 
discourage collective decision-making and collaboration. And lastly, teacher attrition rates at 
SDA are at unhealthy levels, which is creating an unstable environment for teachers and 
students. The high teacher attrition rates are having a debilitating effect on SDA’s capacity to 
create and maintain an environment of community, which it seeks to procure as communicated in 
its mission statement. 
Leadership Position and Lens Statement 
 As a former employee of SDA, having held a formal leadership position for several years, 
I have now been hired as a consultant in an effort to improve SDA’s poor teacher retention rates. 
The current upper school principal (Mr. X) is still employed by SDA, a person with whom I have 
worked closely with while I was employed by SDA. Mr. X seeks to address the debilitating 
effects he is seeing from high teacher attrition rates by hiring me in the role of consultant to 
advise SDA’s change process toward creating meaningful and lasting change. During several 




informative and collaborative discussions between myself and Mr. X, it has become directly 
apparent that a coaching style of leadership is suited for this OIP. My leadership approach will 
be coaching, while Mr. X and SDA’s SLT are recommended to execute a blended leadership 
approach consisting of servant leadership, ethical leadership, and shared leadership.    
 As a consultant who has previously worked at SDA, I will be able to approach the change 
initiative with particular inside knowledge and experience. Consultancy is more effective when 
the consultant has had first-hand experience at the organization, as this enables the consultant to 
make decisions that are informed from practical involvement (Kykyri et al., 2010). By observing 
and experiencing organizational practices from a stakeholder standpoint, the consultant has 
gained invaluable first-hand familiarity around how the organization conducts itself regarding 
specific matters of organizational behaviour. Organizations hire consultants for their knowledge 
and professional competencies (Momparler et al., 2015), thus, I believe I will be able to help 
generate organizational change from a robust standpoint, underpinned by an effective 
combination of practical experience and academic awareness.  
Gaining Insight Through Ownership Talk 
 As an outside consultant who has previously worked for SDA, I have established and 
maintained a plethora of strong, professional relationships with current employees. Through 
direct access to current employees, the consulting process that will be used is grounded in what 
Kykyri et al. (2010) define as “ownership talk” (p.95), which is a form of process consulting. 
Process consulting, as defined by Schein (1987), is “a set of activities on the part of the 
consultant that help the client perceive, understand and act upon the process events that occur in 
the clients’ environment” (p.34). Process consulting is seen as a helping relationship where 
problem-solving is worked at in a collaborative manner between consultants and change 




recipients (Schein, 1999). In process-oriented consultation, the client’s active participation is 
seen as vital in creating a mutual purpose toward building positive change (Lambrechts et al., 
2009). Ownership talk aims at eliciting discursive insights and contributions from organizational 
stakeholders, as they are seen as possessing valuable opinions and perspectives that can 
positively inform change. When stakeholders are able to communicate their experiences knowing 
that it will be used to inform the change process, psychological ownership takes place, producing 
an actively participating client (Schein, 1995). Organizational and strategy management research 
acknowledges the central role of conversation in creating lasting organizational change, as 
discursive perspective views are socially constructed, negotiated, and interpreted (Marshak & 
Heracleous, 2005). Thus, engaging current staff members in the change process will create 
ownership and a shared responsibility for the successful creation and implementation of the 
change initiative.  
Leadership Lens  
 The leadership lens that would best suit this Organizational Improvement Plan (OIP) 
would be a combination of servant leadership, ethical leadership, shared leadership, and 
coaching leadership, implemented and approached through a pragmatic worldview. The first 
three aforementioned leadership styles are recommended for use by SDA’s SLT, while I will be 
using coaching leadership, as this is best suited for my role as consultant. A pragmatic 
worldview that underpins the three leadership approaches has many qualities that are well-suited 
to address the leadership issues embedded in this OIP.  
Pragmatic Worldview 
 Pragmatism has a rich history that traces itself all the way back to Charles Darwin, as 
pragmatic theory can be understood as a particular interpretation of Darwin’s theory of evolution 




(Nungesser, 2017). John Dewey was greatly influenced by Darwin’s work, as he viewed it as a 
“climax of a fundamental scientific revolution, which irretrievably destroyed traditional ways of 
thinking” (Nungesser, 2017, p. 328). Dewey saw humans as adapting and evolving due to new 
forms of social interaction and communication, which he interpreted as being critical in how we 
come to understand the perspectives of others (Neubert, 2010). Moreover, Dewey took an 
organic view of the world, where change is inevitable, as humans and their environment evolve 
over time. Dewey’s view on change and his wise insight shines light on how we as humans are 
faced with the choice of approaching change with practical wisdom or stubborn withdrawal 
(Fischier, 2010). Dewey was indeed a philosopher of reconstruction, seeing the world as ever 
evolving, creating the need for people and societies to reconstruct things such as values, 
meanings, beliefs, and practices, in response to the changing contexts of life (Neubert, 2010). It 
is Dewey’s remarkable insight into contextual change that gives pragmatic leadership its 
expedient purposefulness.  
 Leadership, as seen through a pragmatic lens, stresses the importance of problem-solving 
using situationally based mental models, which allows for the consideration of influential factors 
that can sway outcomes (Mumford et al., 2008). By having a situationally based mental model of 
the world, pragmatic leaders are better able to consider imperative contextual factors that can 
assist in making decisions that are best suited for the particular organizational context. 
Furthermore, pragmatic leaders see causes as involving both people and situational factors, 
which are subject to varying degrees of control, but frame actions in terms of fundamental 
controllable causes (Mumford & Van Doom, 2001). As such, pragmatic leaders see causes and 
goals as entwined within a multifaceted system, where rational, practical thinking takes 
precedent over idealism. Bedell-Avers et al. (2008) assert that pragmatic leaders, as a result of 




adopting the belief that causes and goals are under their control, are better problem-solvers when 
compared to charismatic leaders and ideological leaders.  
 In the context of change management problems, pragmatic leaders are likely to produce 
high quality solutions to complex problems, as pragmatic leaders take a practical approach to 
solution discovery (Mumford & Van Doom, 2001). A pragmatic approach to change gives the 
most expedient pathway forward, where the focus is on practical outcomes made possible by 
realistic tools and strategies. Moreover, having a pragmatic worldview offers a sensible approach 
toward solutions within the given organizational context, where effective decision-making is 
made possible through a realistic lens of analysis.  
Servant Leadership 
 As someone who believes that effective leaders are those who look out for the people 
they lead more than they look out for themselves, and who place a great deal of care and effort 
into providing their followers with generosity and benevolence, servant leadership fits the bill 
extremely well. Servant leadership seems ideal for addressing the PoP because it focuses on 
appreciating followers and attending to their varying needs with care and compassion. 
Furthermore, servant leadership facilitates the paradigm of ethical leadership, which aims to 
serve and support others through compassionate thinking and decision-making (Mihelic et al., 
2010). According to Dion (2011) and Liu (2017), servant leadership is particularly related to 
ethical leadership because it focuses on the ethics of responsibility, whereby servant leaders feel 
that they are responsible for the well-being of others and have a duty to attend to such an onus.  
 The term servant leadership was first introduced by Robert K. Greenleaf in his 1970 
essay entitled, The Servant as Leader. Herman Hesse's novel, Journey to the East, was an 
influential piece of literature that helped to crystalize Greenleaf's thinking that eventually led to 




his 1970 essay (Van Dierendonck, 2011). Greenleaf concluded that, after reading Hesse's novel, 
the central meaning of it was that great leaders materialize after they are a servant to others and 
that genuine leadership arises from those whose principal drive is a profound desire to support 
others (Spears, 1996). Greenleaf strongly advocates for the notion that the people within an 
organization come first, and that effective leadership practices ensure and support this very idea. 
According to Parris and Peachey (2013), Greenleaf believed that servant leadership was a 
lifelong journey of inward exploration, where the motivation to serve others (doing) coincides 
with self-construction (being), spawning a desire to lead. 
 There is a growing desire by employees, in all types of organizations, to have leaders that 
exemplify servant leadership traits (Sendjaya & Pekerti, 2010). Spears (1996) describes servant 
leadership as a model that is based on teamwork and community, ethical and caring behavior, 
and seeks to involve others in decision-making. Research on teacher retention and attrition 
indicates that a lack or absence of the aspects of leadership that Spears (1999) mentions are cited 
as primary reasons for teacher attrition in schools (Mancuso et al., 2010). Furthermore, servant 
leadership models emphasize service to others while recognizing that organizations are 
responsible for creating people who can build a better tomorrow (Parris & Peachey, 2013). The 
model of servant leadership organized by Russel and Stone (2002) revealed nine distinctive 
characteristics of servant leaders: honesty, vision, integrity, modeling, pioneering, trust, service, 
empowerment, and appreciation of others. SDA's staff induction process would look very 
different if its leadership team were to demonstrate the characteristics of servant leadership, as 
mentioned above. 
 One of the main attributes of an effective leader is a trusting character (Shapiro & 
Stefkovich, 2010). A study by Sendjaya and Pekerti (2010) set out to examine the impact of 




servant leadership on the development of trust among followers. They found that subordinates 
who perceived high servant leadership behavior in their leaders had considerably greater trust 
levels when juxtaposed with those who perceived low servant leadership behaviors in their 
leaders. These findings provide further evidence that servant leadership can help foster trusting 
relationships between leaders and followers. 
Ethical Leadership 
            Using an ethical leadership approach would be prudent for the PoP because of the 
qualities and characteristics that it contains. An ethical leader is someone who is trustworthy, 
honest and caring (Frisch & Huppenbauer, 2014), which are attributes that are particularly 
needed to address the leadership PoP presented in this OIP. Ethical leadership also promotes 
two-way communication between leaders and followers, which can foster more collaboration and 
shared purposefulness (Demirtas, 2015). Furthermore, research shows that the traits and 
behaviors most associated with ethical leadership are openness to input, respect, and caring about 
people (Brown & Trevino, 2014). At its core, ethical leadership is about integrity and a concern 
for others (Bedi et al., 2016; Eisenbeib & Brodbeck, 2014), which makes it an appealing 
leadership approach to address the PoP. 
Shared Leadership  
            Shared leadership would allow for greater collaboration between myself as consultant, 
SDA’s SLT team, and current staff members. Consultants often find it difficult to gain the trust 
of organizational stakeholders, as they can be seen as outsiders who are unfamiliar with 
organizational norms (Evers & Menkhoff, 2004). Using a shared leadership approach can help 
break down initial issues of distrust, as it communicates a collective approach to problem-solving 
and decision-making. Furthermore, a shared leadership approach offers a leadership method that 




is rooted in humility and respect (Hoch et al., 2010), as decision-making is seen as a 
collaborative process whereby stakeholders of various levels are engaged and contributing 
(Martin et al., 2018). Due to SDA’s history and leadership structure, it seems wise to include a 
shared leadership approach; avoiding an authoritarian, top-down style of leadership is a focus in 
this OIP.  
Coaching Leadership 
As a consultant, coaching leadership seems aptly suited to lead Mr. X and SDA’s SLT as 
they work toward implementing the change initiative. Coaching is defined by Byrne (2007) as 
“the art of facilitating the performance, learning, and development of another” (p. 1987). Carey 
et al. (2011) assert that coaching leadership has a plethora of positive results in leaders, such as 
improved individual and organizational performance, increased inter-personal skills, and 
increased accountability. Furthermore, coaching leadership fosters the development of conflict 
management skills, change management skills, and communications skills (Grant, 2007). 
According to Ladegard and Gjerde (2014), the most promising feature of leadership coaching is 
that it offers a tailored approach that can be designed and altered to accommodate many 
variables. This flexibility will allow me to lead Mr. X and the SLT in a way that is more 
personalized and adaptable. Because coaching places such a great emphasis on well-honed 
interpersonal and communication skills (Byrne, 2007; Dunn, 2009), both of which are essential 
to inspire and motivate others, it appears to be an ideal leadership style to use as I collaborate 
with Mr. X and SDA’s SLT.  
In summation, the leadership lens is focused on having Mr. X and SDA’s SLT use a 
pragmatic worldview to underpin the use of servant leadership, ethical leadership, and shared 




leadership to drive change. As a consultant, I will be using a coaching leadership approach to 
lead Mr. X and SDA’s SLT through the change initiative.  
         Leadership Problem of Practice 
 The PoP that is driving the creation of this OIP is high levels of expatriate teacher 
attrition at an international school in the Middle East. When international schools have a difficult 
time retaining teaching staff, there can be profound effects on the organization and the students 
that attend it. Wyatt and O’Neill (2021) assert that recruitment costs can have a debilitating 
influence on an organization’s budget, as capital needs to be consistently allocated toward 
replacing staff members instead of being put toward improvement efforts, such as new resources, 
professional development, or facility upgrades. Moreover, research has shown that high levels of 
teacher attrition can hinder a school’s ability to function effectively, as new staff members are 
constantly being trained on procedures and policies, only to leave and be replaced after their 
initial contract expires (Mancuso et al., 2010). Constant turnover of teachers in schools has a 
significant impact on student learning, as the continuity and quality of instructional programs can 
be difficult to maintain when attrition becomes substantial (Darling-Hammond, 2003). The 
socio-emotional development of students can also be affected when teacher attrition is high, as 
students withdraw from creating student-teacher relationships (Zhang & McGrath, 2009). 
Forming positive relationships with adults is a healthy component in the socio-emotional 
development of young people, thus, students who avoid forming such relationships may be 
negatively affected (Hayden, 2011).  
 The organization that this OIP is centered around suffers from high teacher turnover rates 
relative to other schools in its region. According to Mancuso et al. (2010), the average turnover 
rate for international schools in Near East South Asia (NESA), of which SDA is a part of, was 17 




percent in recent years. At SDA, the teacher turnover rates are much higher than the NESA 
average, which is having negative effects on the organization. There are several reasons why 
attrition is so high at SDA, including unimpressive pay packages, the lack of an intentional and 
well-planned induction process, and large class sizes. Staff induction may be a pivotal factor in 
whether teachers decide to sign on for an additional year after their initial contract expires. 
Research suggests that the quality of the induction program can significantly influence teacher 
attrition rates (Odlund & Ruzicka, 2009). Teachers have voiced sincere concerns over the lack of 
organization and effort that was put in by school administrators and the Board of Directors, often 
times being verbally expressive regarding their regret in joining the school. The goal of the OIP 
is to address the high levels of expatriate teacher attrition at SDA, which are having adverse 
organizational and student outcomes.  
Framing the Problem of Practice 
 The PoP will be examined through a humanistic framework, by which we may come to 
understand the innate human desires that create our experiences and perceptions, and ultimately 
our realities. It is also prudent to examine the role of adaptation and transition, as well as conflict 
with personal and cultural identity, as it is important to understand the PoP in depth and breadth.  
Maslow’s Hierarchy of Needs 
 Maslow’s hierarchy of needs provides insight into the innate human desire to feel safe, 
especially in a foreign environment. At the bottom of Maslow’s hierarchy are the physiological 
needs of a person, such as water and sleep (Harvard, 2010); however, just above that is the need 
for safety, which can include personal security, employment, and health (Bland & DeRoberts, 
2020). For newly-hired teachers, the experiences they encounter during that crucial induction 
process will determine whether they feel that the critical need of safety is being met (Stirzaker, 




2004). If their experience leads to feelings of insecurity and regret, there may be an immediate 
withdrawal, which can be difficult to counter. Furthermore, the two hierarchal needs that precede 
safety needs are love and belonging, and esteem, both of which are greatly influenced during the 
induction process (Roskell, 2013). For instance, love and belonging entails feeling a sense of 
connection, which is why effective and well-planned induction processes focus on establishing 
connection and community right at the beginning.  
Esteem involves feelings of respect and recognition, which could be attended to during 
the induction process by showing newly-hired staff how much the organization appreciates and 
respects their willingness to move to another country and for putting great faith in the 
organization. Induction processes that emphasize the respect and recognition of newly-hired 
employees will do much in the way of garnering commitment and loyalty (Stirzaker, 2004).  
 By examining Maslow’s hierarchy of needs, we can see that humans have a desire to feel 
safe, feel a sense of connection, and feel respected. SDA’s absence of an intentional and 
thoughtful induction process could be neglecting these aforementioned needs, potentially leading 
to feelings of mistrust and detachment.  
Adaptation and Transition 
 Kim (2008) argues that adaptation itself is a process in which individuals alter their 
behaviours, identity, and frames of reference to meet the demands of their new environment 
while attempting to rely on their own understandings, agency, and competencies. Adaptation is 
often explored in terms of identity re-negotiation, boundary-crossing, and experiences of 
disjointedness and tension (Jeannin, 2017). When examining Kim's (2008) three-stage dynamic 
process related to adaptation, the first stage profoundly impacts international teachers. That stage 
is simply and quite fittingly referred to as the stress stage. According to Kim (2008), the stress 




that occurs during the first phase of adaptation is an illustration of the instinctive human yearning 
to restore homeostasis, that is, to continually hold a variety of variables in internal structure to 
achieve a cohesive whole. This type of stress can be challenging for many international teachers 
as they attempt to navigate their new setting, which will become their home away from home 
(Halicioglu, 2015).  
 Transition occurs when a person’s current reality is disturbed, which causes a chosen or 
forced transformation that results in the need to create a new reality (Selder, 1989). The 
transition process begins once the person acknowledges that a former way of living/being has 
ended, and a new reality construct is going to be followed (Selder, 1989). Only when this 
acknowledgment has occurred is it conceivable to make sense of what is happening, equipping 
the person with the aptitude to reorganize a new way to live and be in the world. Transitioning is 
a byzantine process to go through, and international teachers must face this reality with each new 
overseas contract. Research suggests that transitions disturb one's notion of self and can lead to 
distress and feelings of powerlessness (Kralik et al., 2006). One such disturbance is related to 
conflict with personal and cultural identity, which will be discussed next.                            
Conflict with Personal and Cultural Identity 
 A potential conflict with personal and cultural identity can begin to take shape when 
international teachers face the initial, and at times quite overwhelming, exposure to their new 
environment. These primary experiences can have many damaging effects on a person’s 
psychological health, which can potentially lead to depression and even breakdown (Roskell, 
2013). Grimshaw and Sears (2008) and Poole (2020) assert that international school teachers 
regularly experience a perplexed sense of identity. Research suggests that global nomads, a 
category which international teachers appropriately fall under, move between different parts of 




the world, but also move between cultures and need to play diverse roles (Grimshaw & Sears, 
2008). When someone is battling their interpretations of personal and cultural self, inner anguish 
can result and have a debilitating effect on one’s view of the world, in particular how and where 
they fit in it. Roskell (2013) asserts that moving to a new job in a foreign country involves loss of 
home, loss of friends and family, and even a loss of identity.  
Framing the PoP Through the Lens of Social Justice Leadership 
 Social justice supports a practice built on respect, recognition, care, and empathy 
(Theoharis, 2007), thus, social justice leadership helps to address issues where people are not 
treated fairly or respectfully. When newly-hired teachers arrive at their new place of employment 
and are not embraced with respect, recognition, care, or empathy, detrimental side effects can 
result. Teachers may immediately feel that their new place of employment does not place an 
emphasis on caring for its employees in a manner that demonstrates empathy and respect. When 
they arrive, the organization would be wise to care for them in a manner that addresses their 
humanity. When organizations are located in regions that have strict laws and customs, they may 
have an even greater responsibility to care for newly-hired staff, as transitioning to such places 
can be rather challenging.  
 The issue of fair pay is a social justice issue that fits within the scope of the PoP, as 
teacher attrition at SDA could be the result of unfair pay. Other schools in SDA’s region offer 
expatriate teachers a better overall compensation package, including larger housing stipends, 
retirement bonuses, and additional stipends for extracurricular activities. Teachers may feel a 
sense of injustice when they discover that their compensation package from SDA falls behind 
other international schools in the area.  
           




        Questions Emerging from the Problem of Practice 
 There are several questions that are emerging from the PoP as I continue to delve into its 
complexities and nuances. The main queries that are developing for me are: are teachers leaving 
after their initial contract because of compensation; can an intentional and well-planned 
induction process address culture shock; do large class sizes at SDA act as a catalyst for teacher 
attrition? Each of these three questions will be discussed below. 
Are Teachers Leaving Because of Compensation  
 SDA is located in the Middle East, where the cost of living can be quite high, as most 
goods are imported into the region and are levied with import taxes. Furthermore, rents have 
been consistently climbing in the region, making the cost of a modern apartment unattainable for 
some expats. SDA’s salary and benefits package are adequate for a decent living; however, it is 
not enough for teachers to live comfortably while still saving money for retirement. Teachers 
who work abroad do not have a government pension and need to save money to fund their 
retirement, thus, salary and benefits could be a reason why many staff do not spend more than 
two years at SDA. After the first two years of employment at SDA, there may be a realization 
that the salary and benefits will not go as far as expected.  
Can Staff Induction Address Culture Shock 
 Culture shock can be defined as “the confusion and discomfort caused by the conflict in 
perceived motives and expected behaviours between the home culture and the foreign culture” 
(Zeitlin, 1996, p. 85). When people move to another country for employment and begin to settle 
in, a majority of them will experience culture shock in one form or another. The term culture 
shock was first coined in the 1950s by Lysgaard and Oberg (Halicioglu, 2015). The idea of 
culture shock is typical, as it can merely be seen as a self-preserving reaction to the foreign 




environment, perhaps being viewed instinctively as dangerous and precarious. Culture shock can 
have serious effects on people and can have lasting impressions that shape perceptions of people, 
places, and things. Culture shock, as it relates to the PoP, is a precarious issue that needs 
addressing in the OIP, as it has the potential to derail the best-laid plans if it is not attended to 
explicitly and purposefully. One such strategy would be to capitalize on the first phase of 
Oberg’s (1960) four-stage process of culture shock, which is the honeymoon phase (Halicioglu, 
2015). Successful staff induction can have a significant impact on the honeymoon phase's quality 
and duration, which will impact the recipient's initial opinion of both the workplace and the 
country of employment. The honeymoon phase involves emotions such as jubilation and 
sanguinity, both of which are key elements when making a first impression. School leaders have 
the potential to embrace new staff in a way that can promote excitement and assurance. For one, 
newly-hired staff have a unique enthusiasm due to the adventurous aspect of the new job 
placement. Second, newly-hired staff have shown a strong commitment to the job, as they have 
packed up their life to join the organization, filled with hopefulness about the possibilities that 
exist. Thus, it is critical to make an outstanding first impression, one that works to harness this 
abundance of initial motivation. Stirzaker (2004) asserts that it is vital for leaders to channel the 
newcomers' initial keenness, which can avoid attrition by engendering greater inspiration and 
commitment.  
Are Large Class Sizes Causing Teacher Attrition 
 Class sizes at SDA are rather large for international school standards, with elementary 
classes having up to 30 children in them and high school classes with 35 or more students. 
Research suggests that teachers prefer to have smaller class sizes, as they are less stressful to 
teach and require less preparation than large classes (Engelhart, 2006). Teachers at SDA may 




feel overwhelmed by the amount of preparation needed for large class sizes, not to mention the 
stress of having to be diligent in enforcing classroom management techniques for such a large 
number of students. Teacher attrition is a complex issue, thus, it would not be prudent to rule out 
class sizes as having an impact on teacher attrition rates at SDA. The question is, how much of 
an impact are class sizes having on teacher attrition at SDA and is this something that could be 
addressed in a feasible manner.  
Leadership Focused Vision for Change 
 There is currently no formal staff induction process in place at SDA, which appears to be 
a contributing factor in teachers who leave after their initial contract. SDA only retained ten 
percent of newly-hired teachers who were finishing their initial two-year contract in 2019 (SDA 
Staff Lists, 2019). The lack of formal planning and the absence of a dedicated leadership team, 
committed to welcoming newly-hired teachers with enthusiasm and benevolence, has had an 
adverse effect on teacher attrition rates.  
 SDA's leadership team and Human Resources department do not play a role in the current 
induction process, which is a concern regarding the geographical nature in which SDA is 
situated. SDA is located in the Middle East, which is a region of the world where strong religious 
beliefs guide conduct and appropriate means of interaction. It seems prudent for an intentional 
induction plan to address cultural matters of this nature, such as acceptable gestures of affection 
in public places or what might be considered unacceptable female dress code in and around the 
community. Cultural intricacies and norms would be important details to address during staff 
induction, as SDA is located in a Middle Eastern country that is rigidly constructed around 
Muslim laws and customs. Actions and behaviours that feel normal to the expatriate may in fact 
be seen as disrespectful and, in some cases, may even be illegal in the host country (Huch, 2003). 




No such matters are discussed or addressed currently, which can have serious negative 
consequences for staff members who might inadvertently violate cultural norms or the law when 
socializing outside school grounds. 
 During staff induction processes in international schools, there are usually social events 
in the evenings to help newly-hired staff coalesce with one another and get a sense of the greater 
work community they now belong to. Social events during staff induction can help to encourage 
supportive relationships, often creating salient connections that become a foundation of strength 
when challenges occur during the first year (Hegarty, 1995; Seyfarth, 1991; Dragomiroiu et al., 
2014). Social events are also an opportunity for the school to communicate how much they value 
community and how much they appreciate the leap of faith that overseas staff has taken. 
Unfortunately, during the five-day induction process, there are no social events that occur 
whatsoever. 
Priorities for Change 
 There are several priorities for change in this OIP, which will be discussed in this section. 
The priorities for change are rooted in the pressing need to address the high levels of expatriate 
teacher attrition at SDA. Excessive teacher attrition negatively affects organizational outcomes, 
educational outcomes, and the socio-emotional development of students. The continual absence 
of a formal and intentional staff induction may continue to perpetuate the unhealthy levels of 
staff attrition, thus, the creation and implementation of an effective staff induction plan could be 
imperative. If SDA continues to function as it does in regard to its induction practices, they will 
continue to struggle in retaining staff members, which will continue to have negative effects on 
the organization.  
 




Adverse Organizational Outcomes 
 Schools are undoubtedly organizations, and as such, they have organizational needs that 
must be met in order to function effectively. Unhealthy rates of teacher attrition can be extremely 
detrimental to organizational management practices within a school, becoming a disruptive force 
that impedes progress and effectiveness (Flamholtz & Lacey, 1981; Geoffrey et al., 2017). 
Organizations thrive when their members are working collaboratively towards a common 
purpose, consolidating resources, and initiative through a shared vision of success. When 
teachers are constantly leaving a school (organization), it becomes more challenging to maintain 
this shared vision because new members need time to buy-in and may perhaps not buy-in at all, 
which creates a headwind for organizational goal momentum. SDA has struggled to integrate 
long-term objectives and goals for this very reason, as teachers do not stay long enough to help 
drive momentum. Furthermore, SDA has had to commit great sums of money to recruitment 
efforts due to their high attrition rates, which can lead to solvency issues in the future (Odlund & 
Ruzicka, 2009).  
Adverse Educational Outcomes  
 The adverse effects of high teacher turnover on school performance and educational 
effectiveness have been well-documented (Darling-Hammond, 2003; Hanushek et al., 2006; 
Mancuso et al., 2010). Hanushek et al. (2006) found that high teacher turnover contributes to 
lower rates and effectiveness of teacher collaboration, lower average teacher quality, and higher 
rates of disordered school programs. The consequences of high teacher attrition have a direct 
impact on student learning outcomes, as students who are educated in such environments tend to 
underperform compared to their peers on academic achievement measures (Geiger & 
Pivovarova, 2018). Furthermore, Mancuso et al. (2010) assert that student learning outcomes are 




negatively affected by high teacher attrition, as students typically struggle with the lack of 
continuity and familiarity with teaching staff in such environments. The academic literature 
points to a strong correlation between high teacher attrition and lower educational outcomes 
(Heineke, 2018; Wyatt & O’Neil, 2021), which is evident in SDA’s struggle to achieve highly on 
IB Diploma Programme and IGCSE exams. Thus, high attrition is leading to low student 
outcomes, but an intentional induction process may lead to lower attrition, and ultimately 
improved student outcomes.  
Adverse Effects on Socio-Emotional Development 
 The term “third culture kid” (TCK) has been applied to international school students and 
can be defined as “a person who has spent a significant part of his or her developmental years 
outside the parents’ culture” (Melles & Frey, 2014, p. 348). TCKs tend to make up a large 
portion of the international school population, as globalization continues to result in multi-
national corporations conducting business around the globe. TCKs tend to yearn for connection 
but are hindered by a self-protection mechanism, a process referred to as central relational 
paradox (Miller & Stiver, 1997). As TCKs grow and develop, the transient and inconsistent 
nature of their relationships with others, especially friends and teachers, tend to take their 
collective toll on these individuals. Pollock and Van Reken (2001) assert that TCKs often find 
themselves disconnected with the adults in their lives, particularly their parents, as relocation can 
cause parents to shift their attention toward the complications of moving and adjusting to a life 
abroad, while inadvertently shifting this attention away from their child. Teachers are the other 
adults in their lives, the ones who are working to shape their development and mentor them 
toward growth and refinement. Teachers are the adults who can have a tremendous impact on 
how TCKs perceive the world and how they view relationships. TCKs may get accustomed to 




their school environment where teachers come and go, but there are adverse side effects to this; 
TCKs can learn to detach emotionally from adults and self-protect when forming new 
relationships (Miller & Stiver, 1997).  
Teacher-Student Relationships 
 A teacher can have a profound impact on a young person's life, providing much-needed 
guidance and support throughout their ongoing development. In Chinese culture, for instance, the 
teacher-student relationship is seen as analogous to that between parents and their children; one 
of the Chinese words for teacher is comprised of two characters that translate to “teacher father” 
(Zhang & McGrath, 2009, p. 169). The school setting can provide an idyllic environment where 
these relationships have the potential to develop; however, due to the high teacher turnover rates 
in international schools, these potentially beneficial relationships are often stymied. Hayden 
(2011) found that students who attend international schools with high teacher attrition rates tend 
to have a strong reluctance to form emotional bonds with others. Teachers are some of the most 
influential people that can impact a student’s life; however, if constant change in this area of a 
student’s life is the norm, then the chances of detachment and avoidance are higher. 
Change Drivers 
 According to Whelan-Berry and Somerville (2010), there are change drivers that 
facilitate the execution of change, and there are change drivers that create awareness regarding 
the need for change. Change drivers can consist of vision, communication, training, and 
leadership, but change drivers can also be changes in human resource practices and 
organizational structure and processes (Whelan-Berry & Somerville, 2010; Whelan-Berry et al., 
2003). For this OIP, I will be discussing the use of specific change drivers (leaders' change 
related actions, change related communication, change related employee participation, aligned 




human resources practices, and aligned organization structure and control processes) as outlined 
by Whelan-Berry and Somerville (2010). The change drivers are discussed with the supposition 
that a new staff induction is could be most effective at addressing the PoP.  
Leaders’ Change Related Actions 
In order for a new staff induction process, if selected as the solution to address the PoP, 
to become fully embedded in SDA's structure, the organization's leaders will need to be the 
frontrunners of action, communicating the importance of the change and building support from 
others. According to Whelan-Berry, Gordon, and Hinings (2003), major organizational change 
cannot occur without the adoption of different frameworks, models, or values that compel 
organization members’ actions. Furthermore, senior leaders' actions can be a powerful force in 
moving the change vision forward (Whelan-Berry & Somerville, 2010). Thus, it will be 
imperative to gain buy-in from senior leadership in creating and implementing a new staff 
induction process at SDA. This OIP will require the leaders of SDA to embrace a new way of 
approaching staff induction, focusing on more leadership presence in formal and informal 
settings. During the staff induction process, the continual presence of leadership can be 
instrumental in welcoming newcomers in a manner that communicates equality and humility. 
Whelan-Berry and Somerville (2010) assert that the interaction between leaders and employees 
is essential to the overall change process. 
Change Related Communication  
 When change initiatives are communicated poorly, the likelihood of success becomes 
impaired, as a misinterpretation of the change intention can create ambiguity among stakeholders 
(Klein, 1996). Furthermore, effective change communication can nurture change readiness and 
can work to spur motivation toward change adoption (Armenakis & Harris, 2001). This OIP will 




require the assistance of current employees and administrators, thus, it will be critical to 
communicate the necessity for change effectively, helping to build collective comprehension for 
the change plan. Schein (1985) asserts that change related communication serves as a change 
driver by sending a strong message about why the change is necessary and desirable. The 
premise of community building will be a guiding framework in the communication process, to 
premise the importance of the change initiative around collectivism and togetherness. 
Communicating the change will be firmly tethered to the intention of building empathic support 
from stakeholders, as communication efforts will be built around the principle idea that a 
collective effort toward building a better system for future newcomers is the right thing to do. 
Change Related Employee Participation 
 Research suggests that employee participation in change initiative activities can intensify 
the employees' support and commitment to the change (Whelan-Berry & Somerville, 2010), as 
employee involvement helps to foster feelings of empowerment. This OIP will require a great 
deal of input from employees: ideas for induction week activities, professional development, 
training program ideas, and social events planning. Moreover, during the induction week 
process, current teaching staff could be instrumental in the delivery of certain induction week 
activities, thus, they could be heavily involved in the planning and implementation of such 
activities.  
Aligned Human Resources Practices 
 Human resource practices will have a profound effect on staff induction processes, as the 
training and socialization of new employees have been identified as crucial human resource 
practices that act as change drivers (Whelan-Berry & Somerville, 2010). In international schools, 
human resource departments have a complex task in dealing with visa paperwork and other 




governmental requirements that can be taxing and time-consuming; however, their role in the 
induction of new staff members is often overlooked. Human resources can be powerful change 
drivers in this OIP, as they will be involved in pre-arrival communications with staff, as well as 
being involved in activities during post-arrival induction procedures.   
Aligned Structure and Control Processes 
 For this OIP, there is one crucial structure and organizational process that needs to be 
modified at SDA if the change initiative is to be successful. Funding will be a critical element in 
need of appropriate procurement. A successful staff induction cannot occur without adequate 
budgetary measures, as certain products and services will need to be purchased for the planning 
and execution of the change initiative. If the Board of Directors is unwilling to approve the 
release of the necessary funds, the change initiative will not have the resources it needs to 
flourish. Adequate funding is a fundamental change driver, as it provides change agents with the 
necessary capital to acquire essential resources. My agency as consultant will be front and center 
as this particular change driver is sought after. Mr. X and I will be presenting the change plan to 
the Board during the very first step of the change process, which will be discussed in greater 
detail later in the OIP.  
 In summary, SDA is advised to use the following change drivers to help push change 
forward: leaders' change related actions, change related communication, change related 
employee participation, aligned human resources practices, and aligned organization structure 
and control processes. The issue of organizational change readiness will be addressed next.  
     Organizational Change Readiness 
 Readiness for change can be defined as the extent to which employees hold constructive 
views about the necessity for organizational change, as well as the degree to which employees 




deem that such changes are probable to have positive consequences for themselves and the 
broader organization (Jones et al., 2005). Armenakis (1993) adds that readiness itself is the 
cognitive precursor of the behaviours that are either supportive or resistant to the change effort.  
According to Bouckenooghe (2010), change readiness is one of the most commonly discussed 
change attitudes, as organizations are becoming ever more aware of its effects on change 
initiative outcomes. To assess the change readiness of SDA, two change readiness tools will be 
used and discussed in this section: Armenakis et al.’s (1999) change readiness model, and 
Cawsey et al.’s (2016) readiness for change questionnaire (adapted from Stewart, 1994). By 
using a dual-model approach, the assessment of change readiness is likely to be more accurate 
and reliable. 
Armenakis, Harris, and Field’s Change Readiness Model 
 For the particular PoP being addressed in this OIP, and for its applicability to SDA’s 
current situation, the change readiness model by Armenakis et al. (1999) will be used. This 
change readiness model has relevant applicability to SDA, as SDA’s history of unsuccessful 
change initiatives have been due to the absence of such an attentive model. According to 
Armenakis et al. (1999), there are five factors that are critical for change readiness: discrepancy, 
appropriateness, efficacy, principal support, and valence. Discrepancy pertains to comprehending 
why the change is required, highlighting the gap between current practices and optimal practices. 
Appropriateness is about satisfying peoples’ desire to see that the proposed change suitably fills 
the acknowledged gap. Efficacy seeks to evaluate whether or not people believe that they have 
the capabilities to implement the change. Principal support is the belief that colleagues, and 
leaders support the change (Armenakis et al., 2007). Lastly, valence concerns itself with having 




people understand what is in it for them, satisfying their need to obtain personal benefit (see 
Figure 2).  
Figure 2 
Readiness to Change Components 
 
 
                                       
                  
  
 
Note. The readiness to change components, if present, can bring about a readiness to change. 
From “Crafting a change message to create transformational readiness,” by A.A. Armenakis and 
S.G. Harris, 2002, Journal of Organizational Change, 15(2), p. 171 (https://doi.org/10.1108/09 
534810210423080) 
Armenakis et al. (1999) assert that the process of organizational change unfolds in three phases: 
readiness, adoption, and institutionalization. These phases will be discussed next.  
 The first stage of change is all about readiness, which is concerned with getting people 
prepared for change. If positive, lasting change is to occur in any organization, stakeholders need 
to know why the change is necessitous and that the catalyst is rooted in beneficial improvement. 
It is imperative that the need for change is recognized in terms of the gap between the existing 
state and the desired state (Cawsey et al., 2016). The leadership teams at SDA all exhibit low 
levels of change readiness; however, HODs and teaching staff demonstrate higher levels of 














 The second phase is referred to as adoption, where the change is executed and employees 
implement the new methods of operating; it should be noted that the adoption period is a 
provisional period where employees may still reject the change outright (Armenakis & Harris, 
2001). The necessity for effective communication strategies cannot be underestimated at this 
stage of the change readiness model, as persuasive communication techniques can help bolster 
confidence and optimism regarding the change initiative (Armenakis & Harris, 2001). At SDA, 
the focus will be on communicating the need for change in a manner that aims at communicating 
high-quality information about the change initiative and the necessity for it, which has shown to 
result in high levels of change readiness (Jones et al., 2005). SDA is advised to conduct several 
information sessions regarding the change initiative, as well as providing in-depth information 
that is easily accessible, allowing staff members to educate themselves regarding all pertinent 
details of the change initiative.  
 Institutionalization is the third and final stage in the change process, which is 
characterized by a collective commitment toward the implementation of the collaboratively 
established success plan (Armenakis & Harris, 2001). The institutionalization phase of the 
change readiness model offers a complex situation, as Armenakis et al. (2015) warn that 
although this phase of the model can be accomplished with compliance, there is a risk that 
compliance turns to complacency in the future. If SDA goes through with creating a new 
induction plan, it will be critical that leadership teams ensure that the new induction process is 
carried out diligently each year with the same attention and care. In order for the new induction 
process to be fully engrained in SDA’s practices, the board of directors and the superintendent 
need to play an active role in consistently approving the annual budgetary measures needed to 
implement the new induction process.  




Cawsey, Deszca, and Ingols’ Readiness for Change Questionnaire 
 The readiness for change questionnaire is a useful tool for change agents to use to assess 
their organization’s readiness for change. According to Cawsey et al. (2016), it is imperative to 
reflect on how previous change experiences have gone, as well as assessing executive support 
and the rewards for change, all of which are assessed in the questionnaire. The questionnaire has 
six dimensions that seek to gain a well-rounded picture of the organization’s readiness for 
change. The six dimensions are: previous change experiences, executive support, credible 
leadership and change champions, openness to change, rewards for change, and measures for 
change and accountability (Cawsey et al., 2016). Each dimension asks a specific question related 
to change readiness and requires a score that ranges from -2 to +2, where the total score can 
range from -10 to +35. The higher the score, the more ready an organization is for change. After 
completing the questionnaire, SDA currently scores a +7. From this result, SDA appears to be at 
the lower end of the change readiness scale.  
 Through the application of Armenakis et al.’s (1999)) change readiness assessment 
model, combined with the Cawsey et al.’s (2016) readiness for change questionnaire, it is evident 
that SDA is at a low-medium level of change readiness. Regarding Armenakis et al.’s (1999) 
change readiness assessment model, HODs and teachers see the need for change, as the high 
teacher attrition rates and poor staff induction experiences at SDA have served as a catalyst for 
support. Administrators are lower on the change readiness assessment tool, as they may appear to 
see the change as additional workload and responsibility. According to the results of the Cawsey 
et al.’s (2016) readiness for change questionnaire, SDA scored the lowest in the following 
dimensions: measures for change and accountability, openness to change, and previous change 




experiences. Succinctly speaking, SDA’s degree of change readiness lies on the lower end of the 
spectrum. 
                Chapter 1 Conclusion 
 SDA is at a crucial juncture in its existence, as high expatriate teacher attrition rates 
continue to cause organizational problems for SDA, as well as educational and socio-emotional 
problems for students. The absence of a formal, intentional, and well-planned induction process 
may be exacerbating the situation; however, a mediocre compensation package and large class 
sizes may also be culprits in SDA’s inability to retain expatriate teaching staff.  
The negative effects of high teacher attrition could be remedied through the 
implementation of a new staff induction process, one that addresses the complex and intricate 
needs of international school teachers. A better compensation package could also work to 
remedy the high attrition rates, as well as reducing the class sizes at SDA. SDA will continue to 
struggle in their marketplace if change does not occur, as teachers will continue to seek 
employment at their competitor schools. SDA is recommended to use a pragmatic worldview, 
using servant leadership, ethical leadership, and shared leadership approaches in its change 
initiative. As a consultant, I will be using a coaching leadership style. By framing the PoP 
through a humanistic framework, grounded in Maslow’s hierarchy of needs (Harvard, 2010), 
SDA can begin to see the significance of the problem.  
There are several questions that have emerged from the problem of practice, which will 
provide valuable insight for the planning and implementation phase of the change initiative. 
There were several priorities for change discussed in this chapter, most notably are the adverse 
organizational and educational outcomes that high teacher attrition rates can cause. Five change 
drivers are recommended for SDA, such as change related communication, aligned human 




resources practices, and aligned structure and control processes. Lastly, by assessing SDA’s 
readiness for change using both the Armenakis et al.’s (1999) change readiness assessment 
model and Cawsey et al.’s (2016) readiness for change questionnaire, SDA sits at a low-medium 
level of change readiness. The planning and implementation of the OIP will be addressed in the 























            Chapter 2: Planning and Development 
 As previously discussed, the envisioned state for SDA would be to obtain a steady and 
sustained decrease in levels of expatriate teacher attrition. This chapter aims to communicate the 
leadership approaches to change and the framework for leading the change process. A critical 
organizational analysis will be also be examined, along with a section on leadership ethics and 
organizational change. Lastly, possible solutions to address the problem of practice will be 
discussed at the conclusion of the chapter.  
              Leadership Approaches to Change 
 As discussed in Chapter One, a blended use of servant leadership, ethical leadership, and 
shared leadership, underpinned by a pragmatic worldview is encouraged for Mr. X and SDA’s 
SLT. I will be using a coaching leadership approach to help lead Mr. X and SDA’s SLT as they 
navigate the change process. Each leadership style has its salient features that make it compelling 
to use in addressing the change initiative.  
Pragmatic Worldview 
 A pragmatic worldview can offer a viable way to approach the change process, helping to 
address the many components of an effective staff induction process. By approaching the PoP 
through a pragmatic lens of problem-solving, SDA’s leadership team will be able to identify 
feasible and attainable strategies from which a new staff induction can take form. For example, 
when developing plans for induction week activities, choosing practical, cost-effective, and 
logistically appropriate events will facilitate an effective planning process. Moreover, planning 
the new induction process through a pragmatic lens of leadership will encourage SDA’s 
leadership team to approach decision-making with an emphasis on efficiency and sensibility. 
Research has shown that pragmatic leaders tactfully attend to problems with logical 




argumentation, which facilitates rational decision-making (Mumford et al., 2008), making them 
better problem-solvers compared to other leaders who do not practice pragmatic leadership 
strategies (Bedell-Avers et al., 2008). 
Servant Leadership  
 Servant leadership (SL) emphasizes the need to attend to followers, where leaders direct 
energy and resources toward the care of those they lead. Servant leadership focuses on serving 
others, providing a supportive work environment, and acknowledging a heterogeneous 
workforce's diverse needs. SL can be particularly useful for the PoP addressed in this OIP, as the 
PoP is rooted in issues that stem from a lack of care and presence from SDA's leadership team. 
Moreover, the authoritarian, top-down leadership style that currently exists at SDA is 
perpetuating the status quo, where the current staff induction process fails to address the needs of 
newly-hired staff. A new staff induction process would require SDA’s leaders to show newly-
hired staff that they are there to serve them, becoming instrumental in creating a positive 
transition. One of servant leaders' key characteristics is their use of humility in creating a 
flattened leadership environment, where authority and power-distance relationships fail to endure 
(Van Dierendonck, 2011). These key attributes of servant leadership can make it a useful 
leadership approach to address the PoP. 
Ethical Leadership 
Approaching the PoP through an ethical leadership (EL) lens will encourage SDA's 
leadership team to embrace the change process as a purposeful and positive endeavour that will 
communicate benevolence toward followers. For instance, when SDA's leadership team is 
conducting and participating in activities with newly-hired staff, they will be exhibiting an 
intentional effort toward building inter-personal connections, facilitating the creation of a caring 




environment. EL is grounded in the belief that leaders should lead by example, as their conduct 
in inter-personal relationships and personal actions serve as an exemplar for followers’ conduct 
(Pucic, 2015). The constructive effects of EL stem from the leaders' ability to influence human 
behaviour positively by exhibiting actions that others can imitate, creating a cascade of 
behaviour changes within the organization that lead to positive outcomes (Pucic, 2015). When 
SDA's leadership team approaches the new staff induction plan from an EL standpoint, they will 
be exhibiting constructive behaviours that show care and enthusiasm for others, which can 
organically spread through the organization.  
Shared Leadership 
 Shared leadership is focused on empowering others through inclusion and collective 
decision-making. Employee empowerment became prominent in the 1990s, which emanated 
from the realization that conventional hierarchical organizations struggle to meet the demands of 
complex human needs, as organizational members want to feel engaged and active in their jobs 
(Siegall & Gardner, 2000). Employee empowerment can be seen as a relational construct that 
describes how those with power work toward sharing that power with those that traditionally 
lack it (Fernandez & Moldogaziev, 2012). Employee empowerment sends a strong message to 
staff members: the organization trusts its people to carry out difficult and meaningful tasks 
(Ripley & Ripley, 1992) and the organization has confidence in its people. 
Research has shown that when leaders empower their employees, there is an increase in 
motivation and vigour toward one's job (Kim et al., 2010). If SDA decides work with current 
staff members to develop and implement the new staff induction process collaboratively, they 
would be creating a culture of empowerment that could have positive lasting effects on the 
organization. For instance, staff members might feel more invested in their job and will want to 




see the induction plan progress and improve over time. Staff members may stay longer, as they 
would have been critical members of the planning team, which could counter the unhealthy 
levels of attrition.  
Coaching Leadership 
 Coaching leadership offers the ideal leadership style for my role as a consultant in this 
OIP. As a consultant, I will not be physically present during the change initiative; however, I will 
be video conferencing with Mr. X and SDA’s SLT as they work through the change process. Due 
to this arrangement, a coaching leadership approach will allow me to guide and mentor Mr. X 
and SDA’s SLT throughout the change process. Carey et al. (2011) assert that coaching 
leadership offers a myriad of benefits for leaders and the organizations they lead. Coaching 
leadership provides leaders with a supportive environment for learning how to resourcefully 
manage change and conflict, improve communication, boost self-confidence, and retool skills in 
an affirmative, constructive way (Carey et al., 2011).  
In summation, a blended leadership approach of servant leadership, ethical leadership, 
and servant leadership, buttressed by a pragmatic worldview, will help enable SDA’s leadership 
team to tackle the PoP effectively. Working with servant leadership, ethical leadership, or shared 
leadership alone is not recommended, as they all offer effective means of addressing the PoP. 
Servant leadership can work to assuage feelings of anxiety, as it is characterized by focused 
attention on followers. Ethical leadership can work to care for the humanistic needs of followers 
through respect and consideration. Shared leadership brings people together in an effort to tackle 
issues collectively. Coaching leadership will allow me to effectively lead SDA’s SLT toward 
lasting and meaningful change.   




             Framework for Leading the Change Process 
 Many factors are driving the need for change at SDA. As previously discussed in Chapter 
One, SDA does not currently have a formal staff induction process in place that is intentional and 
well-organized. Moreover, the current staff induction does not have the presence of SDA's senior 
leadership team (SLT), which is sending a negative message to newly-hired staff. SDA's struggle 
with teacher retention may be rectified to some degree by creating and implementing an 
intentional, well-planned, and thoughtful induction process; however, the compensation package 
for expatriate teachers is also low for industry standards, and class sizes at SDA are rather large. 
The change process will be framed around Kotter's (1996) eight-stage process of change. While 
Kotter’s (1996) process of change was chosen, Lewin’s stage theory of change (Cawsey et al, 
2016) was also seriously considered, as it offers a linear approach to the change process. 
Through careful consideration, with SDA’s contextual and historical factors deliberated, SDA 
could be better served with a more prescriptive and highly structured model, such as Kotter’s. 
With Kotter’s (1996) model, SDA’s SLT would be well-equipped to tackle the PoP effectively, 
allowing them to follow a sequential stage process toward change.  
Kotter’s Eight-Stage Process of Change 
 After careful consideration, it appears that Kotter’s (1996) eight-stage process is well-
suited for the PoP because it offers a highly structured method that is characterized by a step-by-
step process (Cawsey et al., 2016). Previous change initiatives at SDA have not been very 
successful, mainly due to the use of loosely structured approaches to change, whereby, change 
agents were unable to follow a prescriptive method, not knowing when to proceed to next steps. 
Kotter's (1996) process is prominently regarded as the most impactful formula for success in 
change management (Phelan, 2005) and is consistently recognized as one of the most practical 




models for implementing change initiatives (Pollack & Pollack, 2015). One of the main features 
of Kotter's (1996) model that is attractive is the insistence that an organization must go through 
each phase of the model in sequence, or the desired change will not be successful (Appelbaum et 
al., 2012). Kotter's (1996) model can provide a pragmatic framework for change, emphasizing 
what to do, and when to do it (Pollack & Pollack, 2015). This pragmatic framework fits well 
with the blended leadership approach suggested in this OIP, which is buttressed by a pragmatic 
worldview.  
The Stages of Kotter’s Eight-Stage Process  
 Kotter’s (1996) eight-stage process consists of eight phases. The first stage of the model 
is to establish a sense of urgency, where leaders mobilize organizational members by explaining 
how the organization may be exposed to particular vulnerabilities (Kotter, 1996). The second 
stage is to create a guiding coalition, in which leaders must choose a sizeable portion of their 
organization, particularly those who lead departments and divisions or who tend to be well-
respected within the organization (Baloh et al., 2017). The third stage is developing a vision and 
strategy, whereby leaders aim to create an all-encompassing future vision for the organization 
from which others can gain inspiration (Kotter, 1996). It should be noted that stage three is 
imperative for success because implementation plans and steps for action will be premised on the 
chosen vision and strategy (Cawsey et al., 2016). Stage four is to communicate the change and 
vision, as leaders will aim to gain a strong following from organizational members, which will 
ultimately be a driving force for the preceding steps. Stage five is to empower employees for 
broad-based action; leaders will need to garner support from many organizational members 
(Kotter, 1996). The sixth stage is to generate short-term wins, as Kotter suggests that 
organizational change on a large scale can take anywhere from three to five years, but employees 




will only be motivated if they see some evidence of success within the first 18 months (Cawsey 
et al., 2016). The seventh stage requires leaders to consolidate gains and produce more change; 
leaders need to be wary of the temptation to stop the change process too early, as Kotter suggests 
that leaders should instead try to march forward until the change is well-engrained (Kotter, 
1996). The eighth and final stage of Kotter's (1996) model requires leaders to anchor new 
approaches in the culture, which solidifies and ensures that the change is fully entrenched in the 
organization's values and cultural norms (Cawsey et al., 2016). 
In summation, Kotter's (1996) model can be useful because it provides a comprehensive 
plan for implementing change and can be followed stage-by-stage, ensuring that leaders do not 
get overzealous and proceed to higher stages without first attending to earlier ones (see Figure 3).      
Figure 3 









Note. Each stage of the process has a definitive purpose and must be completed before the next 
stage is to commence. From “A Critical Review of Change Management Strategies and Models,” 
by S.T. Siddiqui, 2017, International Journal of Advanced Research, 5(4), p. 674 (http://dx.doi. 
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 At its very core, the model acknowledges the necessity of collective buy-in, which 
appears to be critical for the PoP and the OIP that will ultimately address it. There is power in 
numbers; if most organizational members believe in a proposed change, it is much more likely to 
gain traction and achieve the essential catalyst of momentum. Lewin’s stage theory of change is 
characterized by three stages, referred to as unfreeze, change, and refreeze (Cawsey et al., 2016). 
Although Lewin’s model provides a straightforward, three-stage approach to change, due to 
previous unsuccessful change initiatives at SDA, underpinned by similar models, Lewin’s model 
is not recommended for SDA. Non-prescriptive methods have failed because subtle nuances and 
complexities were not attended to, thus, Kotter’s (1999) approach will compel SDA to be more 
thorough and attentive to a wide range of details. 
Applying Kotter’s Eight-Stage Process to SDA  
            SDA is an organization that requires a highly structured model, such as Kotter's (1999), 
to develop and implement the change initiative effectively. Due to SDA's expansive leadership 
structure, it will be prudent to follow Kotter's (1996) model, as this will allow SDA’s leadership 
team to follow a systematic process of change. Each stage of the model will be discussed in the 
following section, outlining the actions and behaviours that SDA’s leadership team can follow at 
each stage of the change process.  
Establish a Sense of Urgency 
            It is recommended that SDA’s SLT communicate the urgency for change effectively, 
which can be accomplished through a methodical and purposeful approach. For instance, an 
early release day can be organized in which the SLT plan and present the need for change to 
SDA’s current teaching staff. Voicing honest concerns with current staff members regarding 




their genuine desire to improve teacher retention would communicate humility and sensitivity. 
Furthermore, gathering current staff members and presenting the adverse side effects of teacher 
attrition on student learning and students' socio-emotional development could garner support. A 
new staff induction process at SDA, if chosen to address the PoP, would require teacher and 
support staff involvement, which is why it will be essential to support current staff members, as 
they will be key players in the implementation phase of this OIP. 
The Board of Directors are the other key stakeholders who need to see the urgency for 
change, as they control the budgetary requirements needed to execute the new staff induction 
process effectively. Mr. X and I will be focused on effectively communicating the necessity for 
change to the Board to procure the necessary capital that will be used to plan and execute the 
change initiative. It would be a prudent idea to show the Board of Directors the costly effects of 
high teacher attrition from a monetary standpoint, as having to recruit and hire new staff is an 
expensive endeavour. Recruitment efforts and procedures in the international education market 
can be financially harmful, as fees have to be paid to recruitment companies such as Search 
Associates, settling in allowances paid to newly-hired employees, and employment visa fees paid 
to governmental agencies. These monetary impairments will be communicated to the Board 
during the initial presentation conducted by myself and Mr. X.  
Create a Guiding Coalition 
 It will be important for SDA to gain the collective support from middle managers, 
particularly HODs, as these employees interact directly with staff members and can have a 
convincing impact on the potential spread of positivity toward the change initiative. HODs can 
spend intimate time with department members, which can significantly impact how the change 
initiative is perceived and how the nature of discourse around the topic develops. SDA’s SLT is 




encouraged to work closely with HOD's to garner collective support from this key demographic 
within the organization.  
Gaining support from the Board of Directors is of utmost importance, as the change 
initiative will not take shape without the necessary capital, thus, I will work intensely alongside 
Mr. X to obtain Board members as part of the guiding coalition. Without the Board's backing, the 
change initiative will face strong headwinds.  
Develop a Vision and Strategy 
As SDA moves forward with the change initiative, developing a vision and strategy will 
allow current staff members to envisage the end state and how SDA can get there. SDA's SLT 
could include their vision and strategy during the early release day mentioned previously in this 
chapter. The vision should depict SDA as a learning community where teachers are welcomed 
with benevolence and care, where students can develop meaningful relationships with teachers, 
and where teachers can grow and develop in a healthy, consistent working environment. The 
characteristics of the vision mentioned above can all likely be accomplished through an effective 
staff induction process.  
Communicate and Empower Employees 
It is critical that SDA's SLT effectively communicate the change initiative to elicit a 
positive and enthusiastic response for the future end state. The goal is to capture the hearts and 
minds of teachers and the Board through an intentional communication plan, using multiple 
channels of communication for maximum effectiveness (Cawsey et al., 2016). To accomplish 
this goal, communication plans will need to be thoughtful in addressing the practical elements of 
the change initiative, such as the demands that will be placed on current staff members and the 
financial requirements needed to make the plan happen. A context-specific, comprehensive 




communication plan will be explained in Chapter Three.  
Empowering employees will allow for more collective ownership over the change 
process, where the change recipients feel that they are an integral component of the process and 
not merely a tool being used to accomplish an end goal. Research has shown that when leaders 
empower employees, there is more engagement and enthusiasm around work and projects, as 
employees feel integral to the organization’s success (Hyman & Cunningham, 1998). The 
planning of induction week activities will be a key outlet for empowerment, as employees will 
collaboratively decide on the venues, themes, and other pertinent details.  
Generate Short Term Wins, Consolidate Gains and Produce More Change, and Anchor New 
Approaches 
The final three stages of Kotter’s process will require SDA’s SLT to ensure that as the 
change initiative unfolds and is carried out, that positive feedback is given to organizational 
stakeholders. After the OIP’s initial rollout, encouraging feedback needs to be communicated to 
staff members, which could elicit feelings of accomplishment and fulfillment, knowing that they 
positively contributed to those positive results.  
More data-based results can be given after the 2-year contract period, where teachers will 
be asked if the induction process influenced their decision to stay. As SDA rolls out the new 
induction process, it will be important for them to stay consistent with its implementation year 
after year. Adjustments and refinements are expected, but SDA's SLT must ensure that it is not 
abandoned, as the change needs to entrench itself into the inmost recesses of the organization. To 
fully benefit from the change initiative, SDA is encouraged to make its new staff induction a part 
of its cultural values and norms if chosen as the solution to address the PoP.  
The last stage of Kotter's (1996) process requires the change to completely embed itself 




into the heart of the organization, as to become engrained in its identity and culture. The SLT 
will be required to place explicit effort into integrating the new induction process in a deep and 
meaningful way to allow the new induction process to become the new norm.  
Types of Organizational Change    
 Organizational change can come in many forms, as organizations approach change 
differently based on a myriad of factors that influence decision-making. According to Cawsey et 
al. (2016), four types of organizational change lie within two dimensions. The first dimension 
refers to whether the change is dramatic and sudden or more gradual: discontinuous change and 
continuous change. The second dimension refers to whether the change is planned and 
programmatic or more sudden: proactive change and reactive change. Nadler and Tushman 
(1989) combine these two dimensions, creating a helpful model (see Figure 4) that further 
defines the four categories of change: tuning, adapting, redirecting, and overhauling. 
Figure 4 
Organizational Change Within Nadler and Tushman’s Dimensions 
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Note. The dimensions can help align the change initiative with the appropriate method. From 
“Organizational Frame Bending: Principles for Managing Reorientation,” by D.A. Nadler and M. 
Tushman, 1989, The Academy of Management Executive, 3(3), p. 199. https://doi.org/10.5465/a 
e.1989.4274738. 
For SDA, the type of change needed will be proactive and discontinuous, requiring what 




Nadler and Tushman (1989) refer to as redirecting. Redirecting involves a significant, strategic 
change that comes about through a planned program, aiming to provide new perspectives and 
directions in a meaningful way (Cawsey et al., 2016). Implementing a new induction plan, if 
chosen as the solution to address the PoP, at SDA will require a proactive approach toward 
change, aimed at establishing a new approach to staff induction. The new approach, if chosen, 
will require SDA’s leadership to adopt a more serious attitude toward staff induction and the 
vital role it plays in transition. Because redirecting is in the discontinuous and proactive portion 
of Nadler and Tushman's (1989) model, SDA's SLT will be able to approach the change 
initiative strategically. There will be time for the SLT to plan and prepare for the change, which 
will increase the probability of a smooth transition toward the new induction plan. Moreover, 
because it is not an ongoing change initiative, as the new induction plan will be implemented 
yearly once it is set in place, there will not be a need for continuous organizational change. Only 
minor tweaking for social events, social themes, and other particulars surrounding induction 
activities will need to be addressed continuously. 
 In summation, after careful consideration, SDA is advised to use Kotter’s (1996) eight-
stage process of change, as its prescriptive and highly structured approach (Appelbaum, 2012) is 
suited for SDA’s needs. Lewin’s three stage model (Cawsey et al., 2016) was not chosen because 
it too closely resembles previously unsuccessful approaches to change that SDA has historically 
used. Furthermore, in relation to Nadler and Tushman’s (1989) dimensional model of change, the 
type of change recommended for SDA is proactive and discontinuous, with a focus on 
redirection. A critical organizational analysis of SDA will be discussed in the following section.  
       
      




        Critical Organizational Analysis 
Organizational analysis of SDA exposed many gaps and issues, most of which stem from 
SDA's authoritarian structure and top-down approach to decision-making. This OIP does not 
intend to change SDA's embedded structure; however, it aims to identify tangible and realistic 
shifts in organizational practice that can lead to meaningful change. Because this OIP requires 
congruence between tasks (what the organization does), its people, its structure and systems, and 
its culture, Nadler and Tushman’s Organizational Congruence Model (1989) will be used.  
Nadler and Tushman’s Organizational Congruence Model 
 The Congruence Model is grounded in the principle that the more congruence among the 
elements mentioned above (i.e. tasks, people, formal organization, and informal organization), 
the better the organization's performance in the external marketplace (Cawsey et al., 2016). The 
Congruence Model seems aptly suited for this OIP because it considers the various internal 
stakeholders and the interactions among them and other organizational components. Moreover, it 
seeks to provide a practical approach toward strategic integration, as it lays out how the change 
strategy can be integrated through the transformation process, leading to desired outputs (Nadler 
& Tushman, 1989). A more detailed analysis of SDA using the Congruence Model (Nadler & 
Tushman, 1989) will be addressed in this section. 
Inputs: Environment, Resources, and History  
Environmental input factors, such as economic, political, technological, social, and 
ecological, can significantly influence what an organization chooses to do (Cawsey et al., 2016). 
As SDA is located in a Middle East country, there have been profound political forces that have 
driven organizational behaviour. For instance, SDA has strict rules around dress code, 
particularly for female staff members, as the Ministry of Education (MOE) continues to have 




strong political influence. Furthermore, SDA's SLT meets regularly with the MOE members to 
ensure that SDA is following specific protocols around areas of student gender mixing and staff 
member dress code. The MOE has historically dictated many of the ways in which SDA seeks to 
pursue organizational objectives, strictly outlining what is acceptable and what is not acceptable. 
SDA seeks to be an internationally-minded school that is inclusive in its approach to education 
and work; however, the local government has absolute power when it comes to both public and 
private education.  
The economic forces at play in SDA's organizational structure have been among the most 
challenging obstacles for success. SDA has a Board of Directors who have a direct financial 
interest in the school but who do not possess any formal education in the field of education. As a 
result, decision-making at SDA has historically, and currently, been based on purely financial 
motives and incentives.  
Many for-profit schools can balance profit incentives and educational incentives; 
however, SDA has focused much more heavily on profit-seeking, which has hindered its ability 
to meet its education goals outlined in their vision and mission statements discussed in Chapter 
One. Several Board members own private companies that have been contracted by the school for 
specific areas of school improvement projects. A marble floor in the administration building was 
contracted to a company owned by two Board members, highlighting an explicit example of the 
types of business dealings that the school is engaged in. Moreover, money denied for necessary 
school resources has been directed toward aesthetic improvement projects that do not affect 
student learning and staff satisfaction.  
SDA is advised to focus on creating a balanced effort between profit-seeking and 
expansion and educational outcomes. Moreover, SDA is encouraged to pay more attention to 




teacher retention, as they may be unaware that their intense attentiveness to profit is creating a 
school community that lacks quality resources. The input of resources will be discussed next. 
SDA's procurement of teaching resources and funding for induction processes has 
produced a detrimental gap. This gap has negatively affected educational outcomes, as teachers 
are often left without the necessary means to teach subject content properly. Furthermore, the 
financial resources given for staff induction processes have been insufficient and have not 
allowed for adequate planning and implementation. SDA's absence of a formal and intentional 
induction plan has been somewhat rooted in financial deficiency, as there has not been adequate 
funding given to staff induction processes. In recent years, staff have been forced to find their 
way home from the airport during their initial arrival, which was put in place as a cost-saving 
measure. Newly-hired staff were given their apartment's address and were asked to take a taxi 
from the airport to their new home. Moreover, newly-hired staff are asked to bring their lunch as 
yet another cost-cutting measure during the induction week.  
If SDA wants to retain staff members, they are encouraged to allocate appropriate yet 
reasonable amounts of capital toward properly planning and implementing a new staff induction 
plan. The money and resources allocated toward the new induction process can lead to savings in 
recruitment costs, as effective staff inductions have been shown to be a contributing factor in 
teacher retention rates in international schools (Mancuso et al., 2010).  
 An organization's history allows us to see how it evolved its culture, mission, approaches, 
and strategies (Cawsey et al., 2016). By examining an organization's history, we can see how it 
manages itself and begin to understand the varying factors that have influenced its development 
as an organization. SDA was first opened in 1971 and has gone through a plethora of changes 
over time. Some of the changes have been positive, such as opening a new PYP division that has 




grown year after year for the past few years and the opening of several new campuses around 
their region. Unfortunately, many changes have created some negative consequences for SDA, 
such as salary freezes and reduced benefits for staff members. Several pay freezes have left staff 
very upset and have led to growing discontent around the SLT and their vested interest in profit-
seeking over staff satisfaction and well-being. The history of SDA’s SLT has been tumultuous, 
with a revolving door of leaders that have come and gone through the organization, leaving very 
few policies in place that have been able to cement themselves into the organizational structure 
of SDA’s mission and culture. Moreover, due to the consistent turnover of both leadership and 
teaching staff, SDA has created a school community grounded in constant change and flux. SDA 
has a reputation in the international school community as an organization where profit is more 
important than people, as SDA has scored a 2/10 for fair and equitable treatment by Board and 
director on more than ten reviews (ISR, 2020). The history of SDA has been riddled with high 
staff turnover, which has contributed to its current state as an underperforming school, both in 
terms of teacher job satisfaction and student performance. 
In summary, the input factors that have led to the organizational performance gap at SDA 
have been rooted in environmental, economic, and historical factors. These input factors have 
created an environment where staff turnover rates are unhealthy and are having detrimental 
effects on organizational effectiveness.   
Strategy 
 Strategic choices have a tremendous impact on how an organization allocates resources 
and how it develops tactical approaches toward improvement. For SDA, the strategy that has the 
potential to help curtail the unhealthy levels of teacher attrition is to collaboratively plan, 
develop, and implement an intentional, well-planned induction process aimed at properly 




welcoming newly-hired staff. Change strategy is a critical area of focus for change leaders 
(Cawsey et al., 2016), so SDA is advised to develop an appropriate plan of action that can 
address the high attrition rates that currently exist. A properly planned induction process is one 
strategy that may benefit the organization, as it has the potential to create much-needed change in 
the area of staff treatment. Possible solutions to address the problem of practice will be addressed 
in the next section, but first, an analysis of the transformation process and SDA will be 
discussed.  
The Transformation Process. 
 In this section of Nadler and Tushman’s (1989) Congruence Model, the organization’s 
components are merged to produce the outputs (Cawsey et al., 2016). The transformation process 
includes the formal organization and informal organization, the work done in the organization, 
and the people who work for the organization. In this section, we will look at each element of the 
transformation process in the context of SDA. Each component offers insight into why there is a 
gap between the desired future state and the current state of the organization.  
The Informal Organization. 
 The informal organization pertains to the informal relationships that exist among 
organization members, as well as the unofficial means by which things get done in the 
organization (Cawsey et al., 2016). A major aspect of the informal system is the organizational 
culture that exists, which tends to form the norms, values, and beliefs that guide organizational 
behaviour and decision-making (Hatton et al., 1999). An organization's culture is considered to 
be a creation of the organization’s history and its existing organizational leadership, which acts 
as a control system that outlines acceptable and unacceptable attitudes, values, and behaviours 
(Cawsey et al., 2016). Furthermore, an organization's informal systems also include power 




relationships, as distinct authority structures create boundaries and lineages that dictate 
acceptable forms of communication and decision-making (Hatton et al., 1999). At SDA, the 
informal systems in place are creating a toxic environment, as acceptable norms and behaviours 
are incongruent with what SDA seeks to achieve as a school. SDA seeks to be an inclusive 
school that is globally minded, yet SDA's informal culture encourages myopic thinking regarding 
learning and pedagogy. Teachers are expected to teach the same way to all learners, regardless of 
students' cultural backgrounds. A globally-minded school would embrace diversity and 
accommodate for it in the pedagogical practices they promote to their teachers; however, SDA 
does not do this. There is a profound gap between the school's publicized intentions and how the 
school carries out its day-to-day operations.  
The Formal Organization. 
The formal organization pertains to the official structure of positions and posts into which 
the necessary activities of work is coordinated and implemented (Gay, 2020). Moreover, the 
formal organization concerns itself with authority structures, which dictates how explicitly 
formulated goals will be achieved. For SDA, the formal organization has been a key factor in 
their inability to retain teaching staff, as discussed in Chapter One. The authoritative, top-down 
approach to leadership that SDA's SLT implements has led to low teacher morale and poor job 
satisfaction. Moreover, SDA's leadership structure's constrictive nature allows for little to no 
collaboration between middle managers, as only senior members of the Board and the 
superintendent of the school execute means of decision-making. SDA's formal organization is 
also hindered by budget allocations and how resource purchasing is vetted and approved. A 
plethora of essential teaching resources are often rejected, yet marble flooring and other vanity 
projects are continually given quick approval. Staff induction at SDA is not formally planned 




and implemented, which is likely due to the Board’s perception of induction as unimportant and 
costly. For SDA to develop and execute an effective solution to the PoP, a paradigm shift will be 
necessary from Board members and the superintendent. How this can be accomplished will be 
discussed in the following section on possible solutions to address the PoP.  
Work and People. 
 Quite simply, the work of an organization is the tasks it performs to seek its aims and 
objectives, and the people in the organization are the ones who perform those tasks (Cawsey et 
al., 2016). For SDA, the work that gets done on the ground does fit within its scope of purpose, 
as students are educated; however, a majority of teachers are not satisfied with their working 
conditions or how they are treated by leadership. A new staff induction process has the potential 
to shift how leadership view staff and how the Board approaches teacher job satisfaction. As the 
Board and SLT begin to see the importance of welcoming newly-hired teachers with care and 
attention, there is a chance that they will also take teacher job satisfaction more seriously and 
begin to allocate more capital to teacher resources procurement.  
In summation, Nadler and Tushman’s Congruence Model (1989) has highlighted key 
gaps between SDA’s current state and the desired future state. SDA seeks to raise teacher 
retention rates, and by examining SDA’s organization structure, both the formal and informal 
structures, evident deficiencies have become noticeable. Possible solutions to address these 
deficiencies will be explored in the next section. 
                        Possible Solutions to Address the Problem of Practice 
 Based on the situational and contextual factors influencing the PoP, there are three 
potential approaches that SDA could take in resolving the PoP: one, increase the compensation 
package for expatriate teachers; two, develop and implement a new staff induction plan that is 




created collaboratively between the SLT and current staff members; three, reduce class sizes. In 
this section, each solution is discussed, highlighting the plausibility of each solution in 
effectively addressing the PoP. 
Solution A – Increase the Compensation Package for Expatriate Teachers 
 Increasing the compensation package for expatriate teachers may offer a solution to the 
high attrition rates at SDA. By increasing the compensation package, employees may feel more 
valued and respected. Compensation for teachers in international schools can vary greatly, and at 
SDA, the salary scale falls below other schools in the area. As mentioned in Chapter One, the 
cost of living in the Middle East has risen dramatically over the years, as expatriates have 
flocked to the region for the endless sunshine and income tax exemption, driving the cost of rents 
higher and higher. As a potential solution to the PoP, SDA could offer teachers a more robust 
and comprehensive compensation package, which has the potential to increase teacher morale. 
Studies have found that higher pay can increase staff retention in schools (Grissom & Mitani, 
2016; Baker et al., 2010). Furthermore, Bhattacharyya et al. (2015) assert that generous 
compensation packages can communicate to employees that they are valued members of the 
organization, which leads to increased retention rates. Offering teachers a more generous 
compensation package could be a solution to address the high levels of teacher attrition at SDA.  
Solution B - Develop and Implement a New Staff Induction Plan Created 
Collaboratively Between the SLT and Current Staff Members 
SDA has not had a history of collaboration between SLT and staff members, making this 
solution complicated and intricate. For instance, SDA's SLT have been used to an authoritative 
leadership style where decision-making takes place in its traditional top-down structure. 
Collaboration with the staff has not been a priority, especially in policy creation and 




implementation. These headwinds could make this solution more arduous; however, it could 
pave the way for more collaboration between the two sides in future improvement plans. More 
collaboration between the SLT and staff members could create an environment where shared 
leadership can flourish. Shared leadership is defined as a "dynamic interactive process among 
individuals in groups for which the objective is to lead one another to the achievement of group 
or organizational goals or both" (Pearce & Conger, 2003, p. 1). Shared leadership can lead to 
many benefits for an organization, including increased creativity, enhanced team and 
organizational performance, and improved team effectiveness (Hoch, 2013). If the SLT and 
current staff members work together to develop and implement the new staff induction plan, they 
could foster a stronger relationship, as decisions regarding the new induction plan's particulars 
would be decided on collaboratively. Current staff members could feel that their voice matters 
and that their previous experiences are seen as valuable insights that can be used to develop a 
whole new induction plan. By reaching out to current staff members, the SLT would be showing 
an openness to change, which would likely spur support and help foster a wider impetus for staff 
involvement.  
A collaborative effort between the SLT and current staff members might also allow for 
the creation of a more robust and thorough induction plan process, as current staff members will 
be able to contribute valuable insights about what previous induction efforts have lacked and 
how they see areas of improvement. The SLT might not know precisely what needs fixing and 
may make a blind attempt at finding solutions to the wrong problems. For example, during the 
induction process, no social events might be seen as a major problem by staff members, yet the 
SLT may not view this area as a concern worth addressing and instead choose to focus on more 
classroom prep time during the induction week. When there is a collaborative effort between 




leaders and followers, it could create mutual influence, which helps pave the way toward 
improved performance and meaningful change (Carson et al., 2007).  
Solution C – Reduce Class Sizes 
The class sizes at SDA are large, which has created a stressful teaching environment and 
has demanded extensive planning time from teachers. Teachers at SDA could be enticed to stay 
longer if class sizes are reduced. Smaller class sizes have been shown to reduce stress, as 
teachers in such classes have less demanding preparation requirements and find classroom 
management to be less of an issue (Herman et al., 2018). SDA’s SLT could try to convince the 
Board to hire additional teaching staff, which would reduce the class sizes. Hiring additional 
teachers would result in SDA bearing increased staffing costs; however, the capital expenditure 
for this solution could help offset the ongoing recruitment costs. On the other hand,d 
 reducing class sizes could create facility issues for SDA, as more classrooms would need 
to be constructed to accommodate the increase in classes. The financial requirements could be 
substantial if this solution were to be chosen.    
Chosen Solution to Address the Problem of Practice 
After careful consideration, SDA is encouraged to proceed with Solution B: develop and 
implement a new staff induction plan created collaboratively between SLT and current staff 
members. Reasons why Solution B is the appropriate choice for SDA will be discussed in this 
section and why Solution A and Solution C were not chosen. 
Based on the issues surrounding the PoP, Solution B may offer the best solution for SDA. 
For one, SDA has had a history of authoritative leadership structures that have offered little to no 
collaboration with staff members. Solution B would offer a unique and exciting chance to work 
with staff members on a change initiative that would include them in decision-making processes. 




At SDA, current staff members have not been included in change initiatives, as SDA's SLT have 
been the sole decision-makers during policy and practice changes. Including staff members in the 
change initiative, key stakeholders, such as teaching and support staff, would feel that they are 
seen as essential and valuable members of the organization. This, in itself, has the potential to 
help curtail the high attrition rates that underlie the problem of practice, as staff members are 
likely to feel more appreciated and respected.  
When leadership incorporates followers in change initiatives and other forms of 
organizational improvement projects, they are exhibiting aspects of shared leadership. Hoch 
(2017) asserts that shared leadership is particularly effective and appropriate for dealing with 
organizational change, as it works to include more stakeholders in the change process. Moreover, 
shared leadership tends to work well for organizational change because it creates a collective 
sense of purpose, where social support and collective action pave the way for meaningful 
change. Shared leadership can sometimes be seen as collective decision-making; however, 
shared leadership differs in the sense that it extends into later phases of the change initiative, 
such as taking responsibility, initiating action, and taking responsibility for outcomes (Hoch et 
al., 2010). Research has also shown that shared leadership fosters motivation and creates a more 
supportive environment where innovation and prudent risk-taking can flourish (Martin et al., 
2018). The positive benefits of shared leadership that have been mentioned previously would 
help boost SDA’s staff morale, enhancing staff inclusivity, and fostering collaborative 
relationships.  
 Staff induction is a crucial process by which an organization can have a profound effect 
on newly-hired staff; however, international schools can often overlook how vital this process is. 
Stirzaker (2004) and Halicioglu (2015) argue that the induction period is an imperative 




opportunity to influence newly-arrived teachers’ anticipatory changes, and a well-designed 
induction can reassure participants and improve their enthusiasm toward their work. 
Furthermore, research by Roskell (2013) warns that ineffectual or disingenuous induction efforts 
can lead to feelings of distrust, de-motivation, and cynicism, often leading to terminated 
contracts and debilitating turnover rates.  
Lastly, Solution B was chosen for SDA because it is rooted in a ground-level approach to 
change, where the employees of SDA will have the opportunity to be directly involved in both 
the creation and implementation of the change initiative. As SDA struggles to retain staff 
members, it seems prudent to have staff members directly involved in the change process, where 
they will be able to influence the structure and direction of change. Furthermore, as the PoP 
relates to teacher attrition, current staff members will be instrumental in creating an informed, 
purposeful induction plan that could address this issue from the ground up. Also, Solution B is 
the option recommended for SDA because it will allow for a collectively shaped vision of 
change. Research has shown that visions for change that have been collectively shaped by 
organizational stakeholders from various levels of authority tend to be more powerful than 
visions for change that have been impacted from above (Pearce et al., 2007). 
Solution A and Solution C were not chosen because they fail to tackle the PoP in a 
meaningful way. If Solution A was chosen, staff may be compensated more; however, this may 
not equate to stronger feelings of community or commitment to SDA. Increasing the 
compensation package for expatriate teachers offers a more expedient choice, but it may not 
result in higher retention rates. Solution C offers teachers the luxury of teaching smaller classes; 
however, working in the Middle East could be a much more daunting situation than teaching a 
large class. Placing more effort and attention on transitioning teachers to a Middle Eastern 




country smoothly and caringly seems much more prudent for SDA.  
In summation, Solution B is the recommended option for SDA, as it has the potential to 
create a collaborative relationship between SDA’s SLT and current staff members. Solution B 
focuses on attending to the needs of newly-hired staff with care and attention, thus, helping to 
transition them considerately. Moreover, Solution B offers the potential to foster further 
collaborative processes between leadership and various stakeholders within the organization, 
working to break down authoritative barriers.  
Leadership Ethics and Organizational Change 
 The problem of practice that has been explored throughout this OIP has been examined 
using Maslow’s hierarchy of needs to highlight the humanistic nature of the problem. The PoP 
has also been framed through the lens of servant leadership and ethical leadership, illustrating the 
need for staff to be embraced with respect and care. By exploring teacher attrition stemming 
from the absence of an intentional, well-planned induction plan through a humanistic and social 
justice perspective, it is evident that a strong ethical foundation needs to be aligned with this 
OIP. In this section, ethical considerations will be addressed, both in terms of how the new 
induction plan will be developed and implemented and how follow-up data will be collected, 
analyzed, and evaluated. 
Ethical Considerations Regarding Solution B 
 Regarding the possible solutions that address the PoP, as discussed in this chapter, 
Solution B is recommended for SDA. As such, there are ethical considerations that should be 
attended to, as one of Solution B's defining characteristics is SDA's SLT working directly with 
current staff members. When senior leadership works with stakeholders in an organization, in an 
effort to collaboratively drive change, ethical leadership can positively affect the collaboration 




between the two parties. Pucic (2015) argues that ethical leadership is characterized by honest, 
respectful, and fair treatment of subordinates, whereby the leader shows explicit care towards 
others.  
When SDA's SLT and current staff members collaborate on developing and 
implementing the new induction plan, the SLT is highly encouraged to be mindful in how they 
approach the collaborative process. If SLT members approach the process with arrogance or 
conceitedness, current staff members will become disengaged and will not feel safe to invest 
themselves in the change initiative. As Thomas (2015) suggests, trust ultimately underpins 
collaborative processes because without it, people will not take risks, and innovative dialogue 
will cease to flourish. Trust can be defined as merely the willingness to rely on others, but there 
is also an ethical component to trust as well. Chen (2016) argues that trust also extends to the 
faith in someone's moral integrity, thus, SDA's SLT would be wise to understand the importance 
of trust-building and ensure that genuine efforts are made to foster a trusting relationship with 
staff members.  
Research by Jordan et al. (2013) suggest that the perceptions of leaders by their followers 
have a significant impact on the behaviour and engagement levels of those followers, thus, the 
SLT is advised to approach the collaborative process with an emphasis on ethical leadership 
practices, such as acting with integrity and care and treating others respectfully.  
Ethical Considerations Regarding the Collection of Data 
 Once the new induction plan has been developed and implemented, participants will be 
given a survey that will ask for specific feedback regarding aspects of the induction. Surveying 
teachers at SDA is part of current practice, as teachers and other staff members are asked to 
complete surveys each year on various topics, thus, being asked to complete a survey should not 




arouse discontent amongst staff. The survey will be designed to procure valuable feedback from 
participants, thus gaining valuable insight that can help inform SLT on the new induction plan's 
effectiveness. Moreover, data collected from the surveys can be used to implement changes or 
modifications to the new induction plan, as survey data can potentially point to areas of 
weakness or concern. For instance, the survey data may infer that there was not enough 
department/planning time, which can help SLT provide more time in future induction plans. Data 
collection is an ethical concern for SDA; Ramcharan (2001) asserts that there needs to be 
informed consent, safeguarding of privacy, and a strict assurance of confidentiality when 
collecting data. SDA is encouraged to clearly communicate to staff that all data collection will 
meet the aforementioned ethical concerns and that all data collected will be used to improve 
future induction efforts with confidentiality being strictly adhered to. Newly-hired staff will be 
well-served to know that the surveys will serve a positive purpose, leading to constructive 
refinements that better attend to staff needs. 
 The survey that will be administered will be in the form of an online survey, which brings 
about ethical concerns pertaining to online data collection. According to Zhou (2017), it is 
essential to choose a trusted online survey provider, where privacy protocols are strictly adhered 
to. Survey Monkey or Client Heartbeat are recommended online survey tools; SDA is advised to 
use either of these services to ensure that the online data collection attends to the ethical concerns 
surrounding online surveys.  
Ethical Concerns Regarding the Use of Data  
 As SDA's SLT is analyzing the data, there is a concern that the data may be used in a 
manner that is not congruent or aligned with the greater purpose of informed improvement. The 
objective of analyzing the data should be to focus on how the induction plan can be further 




improved upon; however, SDA's SLT may see it as an opportunity to simply assess areas of the 
induction plan that need to have budgetary reductions. If SLT focuses on analyzing the data in 
ways that will only benefit the organization from a monetary standpoint, then the data 
analyzation process's purposefulness and integrity will be compromised. SDA is advised to 
approach the data analyzation process carefully and with astute attention to ethical practices. 
Survey participants are most likely contributing their thoughts and opinions to contribute to the 
success of future induction efforts, not to help SDA save on capital expenditures. Thus, SDA's 
SLT is encouraged to communicate to participants that the analyzation of data will be used for 
the sole purpose of improvement efforts and not for the use of capital expenditure cuts. SLT is 
advised to ensure that they follow through with this assurance to maintain an integrity-based 
approach to this organizational improvement plan.  
Ethical Considerations Regarding Staff Involvement in the New Induction Plan 
 The new induction plan is recommended to include current staff members in the change 
initiative's planning and implementation phases. In particular, the implementation phase will 
involve current staff members planning and conducting social events to help welcome the newly-
hired staff. Current staff members will be asked by SDA’s SLT to volunteer for this aspect of the 
change initiative; however, SLT is advised to pay attention to how the workload is distributed 
among current staff members to avoid unfair workload distribution. Sonenshein (2009) asserts 
that unfairly distributed workloads are an ethical issue that should be addressed during strategic 
change implementation. Discontent and disgruntlement can occur among employees when the 
workload is unevenly distributed, thus, it is recommended that SLT ensure that induction week 
activities organized and carried out by current staff members are distributed equally among all 
staff member participants. Furthermore, SDA's SLT is encouraged to show complete 




transparency regarding the assigned roles and responsibilities for each staff member involved in 
the induction plan. Mitonga-Monga et al. (2016) argue that transparency creates a trusting 
environment where employees feel informed and respected. Moreover, when leadership are 
intentional and explicit in their efforts to be transparent with employees, it creates positive 
psychological outcomes that foster greater unity among organizational members (Avey et al., 
2012).  
 In summary, there are several ethical considerations that SDA is encouraged to pay 
attention to. There are ethical considerations surrounding the use of Solution B, the collection 
and analyzation of data, and staff involvement in the new induction plan. Each of the ethical 
considerations will require attention and focused concentration from the SLT in order to ensure 
that they do not neglect the importance of ethical approaches to change. 
     Chapter 2 Conclusion 
 The leadership approaches to change encouraged in this OIP are servant leadership, 
ethical leadership, and shared leadership, integrated through a pragmatic worldview. As a 
consultant, I will be using coaching leadership to help lead Mr. X and SDA’s SLT throughout the 
change initiative. The framework for leading the change process will be Kotter's (1996) eight-
stage process of change, characterized by a highly structured model with eight distinct steps. As 
outlined by Nadler and Tushman (1989), the types of organizational change that SDA will follow 
will be proactive and discontinuous, requiring redirection. Through Nadler and Tushman’s 
(1989) Congruence Model, SDA is encouraged to look critically at the input factors, the 
transformational process, and the outputs of the organization as it moves toward change. After 
careful contemplation, SDA is advised to move forward with Solution B, as it can lead to 
meaningful, lasting change. Lastly, it is recommended that SDA take a serious approach to the 




ethical considerations that pertain to the use of Solution B, the collection and analysis of data, 
and how they include current staff members in the change process. Chapter Three will address 





              








         




         Chapter 3: Implementation, Evaluation, and Communication 
          As mentioned in Chapter One, the PoP is concerned with addressing the high levels of 
expatriate teacher attrition at SDA. Chapter Two discussed the planning and development of the 
OIP. The purpose of this chapter is to outline and discuss the recommended implementation, 
evaluation, and communication strategy for SDA to follow as it carries out the OIP. The 
implementation and evaluation of the OIP will require support from current staff members, as a 
collaborative approach in this area may lead to more desired outcomes. The communication 
strategy will be focused on SDA's SLT and SDA's middle management team of heads of 
department. A detailed description of these three components will be thoroughly addressed in 
this section, along with next steps and future considerations.  
        Change Implementation Plan 
          Establishing clear goals and priorities of change can provide a strong foundational footing 
from which the implementation plan can forge toward progress. There are several goals in the 
implementation phase of the OIP, all of which are outlined below. The change implementation 
process will include the following four goals: 
         1. Create a staff induction plan that is collaboratively created by SLT and current staff   
             members. 
         2. Create a staff induction plan that provides local language learning support. 
         3. Create a staff induction plan that addresses the settling in of newly-hired staff. 
         4. Create a staff induction plan that adequately prepares staff for living and working in    
             an Arabic country. 
Table 1 outlines each goal of the change implementation process, highlighting the current state 
and the envisioned future state for SDA.  





Goals of the Change Implementation Process as it Relates to the Current State and Envisioned 
State 
Goal Current State Envisioned State 
Create a staff induction plan that is 
collaboratively created by SLT and 
current staff members. 
SDA’s staff induction is planned 
exclusively by SLT members. 
SDA’s staff induction plan will be 
created through a collaborative 
approach between SLT and current 
staff members.  
Create a staff induction plan that 
provides local language learning 
support. 
There is no local language learning 
support provided by SDA. 
SDA will provide local language 
learning support for the first 6 
months of an initial contract year. 
Create a staff induction plan that 
address the settling in of newly-
hired staff. 
SDA does not provide assistance 
with domestic bank account setup 
or information about the area.  
SDA will provide, as part of the 
induction process, assistance in 
opening a domestic bank account as 
well as providing an information 
package about the area.  
Create a staff induction plan that 
adequately prepares staff for living 
and working in an Arabic country. 
SDA does not communicate to 
newly-hired staff the intricate 
nature of living and working in an 
Arabic country. 
SDA will provide an information 
session, as well as a website to help 
inform and educate newly-hired 
staff regarding Muslim etiquette. 
 
           The goals focus on creating a new induction plan that addresses the deficiencies in SDA's 
current induction process. The current state for each goal indicates that there is a profound gap 
between the envisioned future state and the current state at SDA. The change implementation 
plan will seek to rectify these shortcomings, as the envisioned staff induction process for SDA 
aims to create a staff induction plan that is more well-rounded, purposeful, and strategically 
planned. In terms of strategies for each goal, the use of servant leadership, ethical leadership, and 
shared leadership will be employed to help create the envisioned future state. There are several 
priorities that SDA is advised to pay attention to, as focusing on these priorities should help to 
direct efforts in a productive and meaningful way. Table 2 summarizes the goals, priorities, and 
strategies for change implementation.  





Goals, Strategies, Priorities, and Expected Outcomes 
 
The strategies for each goal and the priorities to be attended to while implementing each goal 
will be discussed next. 
Goal 1: Create a Staff Induction Plan That Is Collaboratively Created by SLT and Current 
Staff Members 
Goal Strategy Priority  Expected Outcome  
Create a staff induction plan 
that is collaboratively created 
by SLT and current staff 
members. 
SDA’s SLT will work with 
current staff members to 
develop the new induction 
process collaboratively. 
SDA’s SLT is advised to 
use a combination of 
servant leadership, ethical 
leadership, and shared 
leadership. 
SDA's SLT are advised to 
ensure that authentic 
collaboration occurs, 
whereby all ideas and 
contributions are given 
equal weighting. 
Current staff members will be 
able to give valuable insight 
into prevailing issues that 
presently exist with SDA’s 
induction processes, which can 
then be rectified in the new 
induction plan.  
Create a staff induction plan 
that provides local language 
learning support. 
 
By utilizing local language 
teachers' expertise, the new 
induction process will 
provide newly-hired staff 
with the option to take 
Arabic lessons.  
Communication to local 
language teachers 
regarding the purpose of 
this aspect to the new 
induction plan. 
The new induction plan will 
provide newly-hired staff with 
a valuable and helpful resource 
to aid in their transition to an 
Arabic-speaking country.  
Create a staff induction plan 
that addresses the settling in of 
newly-hired staff. 
 
To have SLT and current 
staff members plan several 
outings that assist the 
settling in of newly-hired 
staff. 
The outings should focus 
on essential aspects of life 
in a new country, such as: 
- bank account setup 
- phone and internet setup 
- home furnishing 
shopping 
The new induction plan will 
help ease the transition of 
newly-hired staff, which shows 
care and attention. Newly-
hired staff will be more likely 
to settle faster.  
Create a staff induction plan 
that adequately prepares staff 
for living and working in an 
Arabic country. 
 
SLT and current staff 
members will plan a staff 
induction that includes 
information sessions on 
pertinent information 
regarding Muslim culture 
and laws.  
The information sessions 
will highlight Muslim 
culture and the laws that 
govern it.  
Newly-hired staff will have a 
strong foundation of cultural 
understanding, coming to 
understand the laws and 
cultural intricacies that govern 
the country.  




Goal 1 Strategy 
          The strategy for goal one is to have SDA’s SLT use a blended leadership approach of 
servant leadership, ethical leadership, and shared leadership as they collaboratively create the 
new induction plan. Research has shown that servant leadership, when used to promote and 
encourage collaboration, can lead to positive and constructive momentum toward change 
(Ragnarsson et al., 2018). Ethical leadership has been found to create an environment of trust, 
where teamwork is strengthened and enhanced by the supportive nature of a trusting 
environment (Qin et al., 2014). Shared leadership promotes collaboration and the empowerment 
of stakeholders (Pearce, 2007). 
Goal 1 Priority 
         SDA is advised to ensure that SLT approaches this phase of the OIP with caution and care. 
The SLT currently does not have a reputation for promoting collaboration between themselves 
and staff members, thus, the SLT is encouraged to emphasize reversing this trend. SLT are 
advised to gather current staff members before the committee is chosen to discuss their sincere 
interest in having the new induction plan created collaboratively between themselves and current 
staff members. A presentation could be given to staff outlining how the collaborative process 
will occur and how SLT plans on using staff input. By outlining the process and their intentions 
on using staff input to generate change, SLT may have an opportunity to create a paradigm shift 
in current staff members' minds. A detailed description of how the change implementation plan 
will be communicated is discussed later in this chapter.  
Goal 2:  Create a Staff Induction Plan that Provides Local Language Learning Support 
Goal 2 Strategy 
          The strategy for goal two is to include local language teachers in the induction plan to help 




newcomers achieve a basic level of Arabic proficiency within the first three months of 
employment. Language classes would be made available for newly-hired staff for the first three 
months of their employment, free of charge, and would be implemented by local language 
teachers. When international teachers move to a new country where the native language is 
something other than English, they can potentially experience a great deal of stress and 
frustration. Joslin (2002) suggests that local language acquisition should be an integral part of 
cross-cultural training programs for teachers who relocate to non-English speaking countries. A 
study by Brown and Holloway (2007) found that a majority of teachers who take positions in 
non-English speaking countries experience anxiety, distress, and disorientation stemming from 
language difficulties. By integrating a language acquisition component into the new induction 
plan, SDA can alleviate the negative experiences associated with language difficulties.  
Goal 2 Priority 
          SDA is advised to pay close attention to the communication method used to inform local 
language teachers of their inclusion in the strategy and the necessity of having them involved to 
an optimal degree. Instead of paying for newly-hired staff to take Arabic lessons from an outside 
organization, SDA's local language teachers can fulfill this aspect of the new induction plan, 
which would be more useful for two reasons. First, local language teachers would involve a zero 
cost to capital, as they are already full-time staff members and are contractually obligated to 
fulfill extra duties as per their contract. The contract that they are under requires them to 
contribute extra hours for projects and initiatives without additional pay. Second, by having local 
language teachers educating newly-hired staff, there is the potential for cross-cultural learning 
that can help foster more community-building, as both parties are members of the greater SDA 
community. Furthermore, as newly-hired staff spend time with local language teachers, there is 




more possibility of developing meaningful relationships between local staff and expatriate staff. 
These two staff members are less likely to interact on a day-to-day basis; however, by having 
language acquisition support provided by local language teachers, there is an increased 
likelihood that interactions will be more frequent and common, potentially creating more 
opportunities for relationship building and community growth.  
Goal 3: Create a Staff Induction Plan that Addresses the Settling in of Newly-Hired Staff 
Goal 3 Strategy 
          When newly-hired staff arrive at SDA, they are starting a new vocational endeavour in a 
foreign country, and as such, they are without many essential necessities and comforts that 
existed in their previous home. For instance, having access to a local bank account where they 
can withdraw local currency that can be used to buy goods and services. When people do not 
have access to capital to procure such things, stress and anxiety can potentially occur. The 
strategy will be to attend to the components of settled life, such as a bank account, home internet, 
and phone plan, as well as the procurement of household items.  
Goal 3 Priority 
         There are some necessities and comforts that should be focused on for this particular goal. 
One example of a necessity would be a bank account, where they have access to funds that can 
be used to sustain a living and for the procurement of goods and services. A comfort would be 
home internet, although many might argue that this is now a necessity in our technological era. 
In this implementation plan strategy, time during the induction process should be allocated for 
these areas of concern, as newly-hired staff are much more likely to settle in faster and with more 
ease when they know that SDA is using time and energy to assist in these matters. By assisting in 
the opening of local bank accounts, SDA is communicating that the needs of their staff are 




essential, and they are willing to allocate resources to assist them in their transition to life in 
SDA’s community. Moreover, home internet setup and phone plan attainment is something that 
many staff will be concerned about straight away, as this is their gateway to touching base with 
family and friends back home. Helping newly-hired staff with home internet set up within the 
first few days of arrival is likely to communicate care and benevolence, creating a constructive 
and affirmative first impression. 
Goal 4: Create a Staff Induction Plan that Adequately Prepares Staff for Living and 
Working in an Arabic Country 
Goal 4 Strategy 
          The impetus behind goal 4 is to educate newly-hired staff on the fundamental components 
of Muslim laws and culture. When newly-hired staff arrive, they may have researched Muslim 
culture and laws; however, this cannot be assumed and subsequently ignored during the 
induction process. Instead, time should be allocated during the new induction plan to help 
educate and inform staff on Muslim culture and the laws that govern the area. For instance, it 
will be important to educate newly-hired staff on the laws that govern public behaviour during 
Ramadan. Ramadan is a month of fasting (Arif, 1992), which also dictates that no water is to be 
consumed during the daylight hours. Expatriate teachers should be aware of this, as they may 
find themselves drinking or eating in public during this time and may face legal repercussions as 
a result. SDA is strongly advised to educate newly-hired staff about the Ramadan season and 
how it affects the way they should conduct themselves in public places. Some laws govern 
female attire in public areas, as Islamic customs dictate that women must have their arms, legs, 
body, and hair covered while in public (Ali, 1996). Alcohol consumption is another aspect of life 
in a Muslim country that should be addressed for goal four, as alcohol consumption is illegal in 




the country in which SDA is located. 
Goal 4 Priority 
          The priority for goal four is to educate and inform newly-hired staff about the cultural 
norms and laws of Islam, as SDA is located in a Muslim country that strictly abides by Muslim 
laws. The focus on the information session for staff during the induction plan can work to inform 
and prepare staff for their new environment where they will work and live. SDA's SLT are 
encouraged to take this element of the new induction plan seriously, as there are stern and severe 
consequences that can occur for staff members who do not conduct themselves appropriately in 
public. The information session should include the following areas of concern: appropriate 
conduct between males and females in public, consequences for being found intoxicated in a 
public place, appropriate female attire in public places, and Ramadan timings and appropriate 
behaviour during this time 
          SDA's SLT are advised to communicate the areas of concern mentioned above in a 
straightforward manner that addresses the serious nature of the information; however, SLT is 
also encouraged to communicate the information in a way that does not create anxiety or 
fretfulness. It will be easy for staff to feel overwhelmed by the information, thus, SLT should be 
cognizant of this and work to alleviate such fears by delivering the information in a calm and 
caring manner.  
          Each goal that is embedded in the change implementation plan is intended to shift SDA’s 
approach toward staff induction in several ways. The first goal works to create a collaborative 
culture where current staff and SLT work together to create the new induction plan. 
Traditionally, SDA's SLT have not created a culture of collaboration and shared decision-
making; goal one of the change implementation plan can amend this trend and move the school 




toward a less authoritarian leadership system.  
          Goal two of the change implementation plan seeks to equip newly-hired staff with local 
language learning support while at the same time promoting cross-cultural learning experiences 
between local staff and expatriate staff. The local language teachers will have the opportunity to 
help newly-hired staff with the attainment of Arabic language acquisition and encourage 
enhanced communication and interactions between local staff and expatriate staff.      
          Goal three is intended to help newly-hired staff settle in faster and more conveniently with 
the help of SLT and current staff members. SLT and current staff members will work together to 
assist newly-hired staff when they arrive at SDA. The efforts placed into goal three should create 
a warm welcome for newly-hired staff and alleviate transition anxieties.  
          Goal four works as an informative component to the new induction plan, where newly-
hired staff are given pertinent information about local customs and laws. As a result, newly-hired 
staff will be able to make informed decisions about their conduct on and off-campus. Table 3 
highlights and summarizes how each goal can create a directional shift for SDA, potentially 
leading to positive change results.  
 In summation, the change implementation plan focuses on creating a new induction plan 
for SDA with four primary goals working to guide change toward positive outcomes. The goals 
are: create a staff induction plan that is collaboratively created by SLT and current staff 
members, create a staff induction plan that provides local language learning support, create a 
staff induction plan that addresses the settling in of newly-hired staff, and create a staff induction 
plan that adequately prepares staff for living and working in an Arabic country. The issue of 
change process monitoring, and evaluation will be discussed in the next section.  





Goals of the Implementation Plan: Direction for Positive Change 
                                            
        Change Process Monitoring and Evaluation 
          Monitoring can be used to warn change leaders of divergences from the initiative's original 
strategy and intent, as highlighted during its enactment. In contrast, evaluation uses the results of 
monitoring and other forms of data to commence further and more in-depth explorations, 
potentially arriving at evaluation conclusions (Markiewicz & Patrick, 2016). Monitoring can be 
defined as the periodic measurement of short-term and long-term progress toward a desired end 
Goal Directional Shift Positive Change Result 
Create a staff induction 
plan that is 
collaboratively created 
by SLT and current staff 
members. 
A shift toward a more collaborative culture at SDA 
can facilitate more involvement from staff members 
on other issues moving forward.  
Less authoritarianism provides an opportunity to 
empower others. 
 
Creating the new induction plan 
through a collaborative process 
between SLT and staff members 
can potentially lead to more cross-
tiered co-operation during school 
improvement efforts.  
Create a staff induction 
plan that provides local 
language learning 
support. 
Newly-hired staff will have the opportunity to attain 
local language proficiency, potentially easing 
communication challenges, which were not available 
in previous induction plans. 
More frequent and meaningful interaction between 
local language staff and newly-hired expatriate staff 
can foster greater inclusion at SDA. 
SDA will create a school 
community with less division 
between local staff and expatriate 
staff while also equipping new 
hires with language acquisition 
support.  
Create a staff induction 
plan that addresses the 
settling in of newly hired 
staff. 
Newly-hired staff will settle in quicker and with 
more ease, allowing for a smoother transition to their 
new surroundings. 
SDA has not previously helped with these matters in 
the past.   
Newly-hired staff experience less 
transition anxiety and stress, thus, 
the facilitation of a positive and 
constructive first impression can 
take place.  
Create a staff induction 
plan that adequately 
prepares staff for living 
and working in an 
Arabic country. 
 
Previous staff inductions have not addressed the 
serious nature of Muslim customs and laws.  
A more informative approach in this area can help 
staff make informed decisions.  
Staff members will have a more 
robust knowledge base regarding 
the culture and legal system. 




state (Poister, 1982; Bisbal, 2001). Gunton et al., (2007) define evaluation as a process where 
measurement, comparison, and analysis work to determine the coherence between results and 
specific objectives. Annecke (2008) asserts that monitoring and evaluation can help ensure that a 
project stays on track to achieve its objectives and can assist change leaders as they assess and 
evaluate the project's effectiveness. For this OIP, a mixed-methods approach to monitoring and 
evaluation is recommended for SDA, as mixed-methods research has been shown to balance 
biases and illuminate perspectives more effectively than using qualitative or quantitative research 
methods in isolation (Hendren et al., 2018). Theory and program logic will underpin the 
monitoring and evaluation process, which will be examined in this section.  
Theory and Program Logic 
          The mixed-methods approach to monitoring and evaluation will predominantly focus on 
the theory-based approach of Markiewicz and Patrick (2016), which considers the importance of 
informing those involved in the evaluation process regarding the issues at hand. Moreover, their 
model also lays out how each mediation within the plan will lead to desired results. As 
mentioned in the previous section on change implementation, the first goal of the change 
implementation plan involves increased collaboration between SDA's SLT and current staff 
members. As a result, it seems prudent to use Markiewicz and Patrick's (2016) theory-based 
approach, which could be applied to maximize clarity of purpose and intention among SLT and 
staff members.  
         Program logic models are used to provide a methodical process where central elements of 
program planning, development, implementation, and evaluation can be logically connected 
(Alter & Murty, 1997). Page et al. (2009) assert that program logic models can provide an array 
of benefits, such as helping the program operate more efficiently and effectively, provide a 




common language among staff and evaluators, and provide a useful framework for planning and 
evaluation. Program logic models have emerged as an essential tool in program development 
(Hawkins & Irvin, 2009), thus, program logic is used in this OIP. Inputs, such as financial 
resources and capital, local language expertise, and current staff member insights, are integral in 
making the change plan feasible and effective. Activities, such as dedicated planning time, and 
presentations to communicate pertinent information to faculty, help facilitate the creation of the 
change plan. The desired outputs consist of a formal induction plan with structured activities and 
schedules, the creation of a website for information retrieval, and Arabic language resources for 
language learning support.  
         The inputs, activities, and outputs aim to achieve short-term, intermediate-term, and long-
term outcomes. The short-term outcomes include an increase in collaboration between SLT and 
staff members, an increase in organization and preparedness for staff induction events, timely 
communication between SLT and the Board of Directors regarding the importance of staff 
induction, and increased inclusion of local staff in change initiatives. The intermediate-term 
outcomes, which would occur in the first year of the implementation phase of the change 
initiative, would be the following: SDA will have possession of a formal induction plan that can 
be followed yearly, increased interaction between local staff and expatriate staff, and smoother 
transition experiences for newly-hired staff. The long-term outcomes, which would occur 
between one and five years after the new induction process is in place, are: decreased teacher 
turnover, higher ratings on International Schools Review, improved student outcomes, a stronger 
sense of community among all SDA stakeholders, greater profit margins from decreased 
recruiting needs, and enhanced competitiveness for the recruitment of highly skilled staff. Figure 
5 outlines the shift from implementation to outcomes. A discussion on direct connections 




between Solution B and long-term outcomes will follow.  
Figure 5 
Program Logic for New SDA Staff Induction Plan 
 
 




Improved Student Outcomes 
            The new induction process at SDA has the potential to curtail the high expatriate teacher 
attrition rates that SDA is currently struggling with. If attrition rates decline, there could be 
several improved student outcomes in the long-term. For one, improved student-teacher 
relationships could blossom, as teachers would be able to create more lasting and meaningful 
relationships with students. When teachers stay for extended periods of time at the same 
international school, there is a greater likelihood that relationship building can occur (Hayden, 
2011). Zhang and McGrath (2009) assert that teachers are like father-figures for students and can 
be influential in their development as young adults. Improved teacher retention at SDA can help 
facilitate the development and growth of improved student-teacher relationships. The blossoming 
of these student-teacher relationships has a direct impact on the socio-emotional development of 
students. Research has shown that students experience greater feelings of trust and connection 
toward the adults in their lives who are consistently present and influence them positively 
(Pollock & Van Reken, 2001). If teachers are retained with greater success, there is more of an 
opportunity for students to form these trusting connections.           
            Research has shown that high teacher attrition rates in international schools has an 
adverse effect on student performance (Darling-Hammond, 2003). If SDA can lower their 
expatriate teacher attrition rates, better educational outcomes are likely for SDA’s students. In 
the long-term, there could be stronger curriculum alignment, as teachers may be more willing to 
put time and effort into this area. Teachers that stay at a school for only short periods of time 
tend to place less effort and commitment into curriculum development plans (Hanushek, 2006), 
as they may feel that the fruits of their labour could be nullified after their exit. Furthermore, the 
longer teachers stay at the same school, the more they know about students and their individual 




learning needs. More tailored learning approaches can be implemented, which can lead to 
improved educational outcomes for students (Darling-Hammond, 2003).  
Positive Organizational Outcomes  
            Solution B offers SDA an opportunity to completely revamp their approach to staff 
induction, which could improve their expatriate teacher retention rates. When teachers are 
retained, there are a plethora of positive organizational outcomes that can occur. For example, 
the cost of recruitment efforts will be significantly diminished if SDA lowers their current 
attrition rates. The cost of teacher recruitment has been discussed extensively in Chapters One 
and Two, highlighting the detrimental effects of ongoing recruitment costs. The new induction 
process could work to secure teachers for longer periods of time, which would have a positive 
impact on SDA’s bottom line. The money saved on recruitment could be used to invest in other 
projects, procure school resources (which could help bolster retention even further), facility 
upgrades, or advertising campaigns.  
            Decreased teacher retention could impact SDA positively by improving organizational 
morale through enhanced community building. As retention rates improve, due to a much more 
robust and thoughtful induction process, SDA can work toward building a greater sense of 
community among faculty and staff. It is difficult to build a strong community when members of 
the community are leaving at a rapid and consistent pace. SDA has struggled to build a strong 
community within its stakeholders because there has not been an emphasis on welcoming newly-
hired staff with benevolence and care. The new induction process focuses on attending to the 
varying needs of newly-hired staff members, communicating respect and thoughtfulness, which 
can work to foster the development of community building.  




          Two important components for this program logic that SDA is advised to pay attention to 
are the assumptions and external factors. These two areas will be discussed next in greater detail. 
Assumptions  
          The program logic has four assumptions that will be discussed in this section. The first 
assumption is that SLT and current staff members will be interested in collaborating to create the 
new induction plan. SLT and current staff members at SDA have historically spent little time 
collaborating; however, there have been very few opportunities to do so. With this creation of a 
new induction plan, it is hoped that SLT and current staff will be motivated to work together to 
create a change initiative that can influence SDA in several positive ways.    
          The second assumption is that local language staff will be open and enthusiastic about 
giving their time to create Arabic language resources for newly-hired staff. They will also be 
asked to offer lessons to newly-hired staff throughout the year, which also assumes that they will 
willingly abide by this request. There may be adverse effects if local language teachers agree to 
comply with these two requests but do so grudgingly. A way to mitigate this issue may be to 
offer a stipend to all local language staff who contribute to this aspect of the new induction plan. 
It is important to note that approval to offer the stipend will need to be received from the Board 
of Directors if this approach were to be chosen.  
          The third assumption is that SLT will be willing to approach the change initiative using a 
servant leadership and shared leadership approach, whereby SLT relinquish control of decision-
making and allow current staff members to share in the responsibility of decision-making. SLT 
will also be asked to practice forms of servant leadership during the implementation of the 
induction plan. SLT have not been put in this situation before; however, there is an assumption 
that they will comply with this request if it is asked of them by the Board of Directors.  




          The final assumption in this program logic is the belief that budgetary requests will be 
granted for induction week activities, supplies, and resources. This assumption is based on the 
Board's positive response to cost-saving measures that a proper induction plan can have on 
recruitment costs. As mentioned in Chapter Two, budget requests will be framed intentionally to 
the Board, emphasizing the benefits of spending generously on the induction efforts rather than 
spending much larger sums on recruitment costs.  
External Factors 
          The use of external factors in a program logic can allow for the moderation of concerns as 
they relate to program implementation and evaluation (Markiewicz & Patrick, 2016). As outlined 
in Figure 5, several external factors need to be considered in this program logic. One external 
factor that should be considered is exactly how much capital will be granted for the new 
induction plan. There may be competing priorities for SDA, such as facility upgrades, 
technology upgrades and infrastructures, and resource procurement. SDA's SLT are encouraged 
to pursue a total of USD 10,000 for the new induction plan, which will cover catering costs, 
potential stipends for local language staff, resources, social event spending, and transportation 
costs for newly-arriving staff members. The new induction plan will be difficult to pursue 
without adequate funding from the Board.  
          Another external factor worth considering is the number of volunteers who come forward 
to participate in the planning committee. It is uncertain how many teachers will be willing to 
volunteer for these positions, creating a headwind if there is a disappointing number of 
volunteers. If this is the case, SDA could offer a stipend for teachers to participate, as is the case 
for local language teachers, pending Board approval. Lastly, SDA's leadership structure may 
change in the near future if the Board desires a change. The current improvement plan is 




designed with the existing leadership structure in place, thus, a leadership structure change may 
influence the implementation process and outcomes. For instance, there may be a removal of 
some vice-principal positions if the Board wants to restructure the SLT teams, which would 
leave fewer administrators to carry out activities during the induction process. As a result, 
principals would carry more responsibilities and duties during the new induction process.  
Evaluation  
          When it comes to evaluation, SDA is encouraged to organize evaluation questions within 
five domains (appropriateness, effectiveness, efficiency, impact, and sustainability), thus leading 
to the attainment of a comprehensive monitoring and evaluation plan (Markiewicz & Patrick, 
2016). The five-domain approach is recommended because it effectively facilitates the collection 
and analysis of monitoring and evaluation data (Markiewicz & Patrick, 2016), helping to ensure 
that the process is strategic and premeditated. Table 4 summarizes the domains mentioned above, 
along with questions that can help guide the monitoring and evaluation process. As the 
consultant, I will be working alongside Mr. X and SDA’s SLT as they work through the 
proposed evaluation plan. Video conferencing will be used as the primary mode of 
communication, as we will connect at various stages of the monitoring and evaluation plan. 
During these video conference calls, I will be able to debrief with Mr. X and the SLT, providing 
mentorship and guidance as they engage in the change plan. We will have the opportunity to 
collaboratively discuss any issues that are arising, collectively problem-solving as we work 
through concerns and matters of importance. Furthermore, the video conference calls can help 
facilitate authentic discussion regarding each of the five domains (Markiewicz & Patrick, 2016) 
and how they can be used to effectively evaluate the change plan. As discussed in Chapter One, 
the use of process consulting will be my main approach in this OIP, thus, the goal is not for Mr. 




X and the SLT to solely rely on my opinions, rather process consulting requires the client’s 
active participation in solving issues and working through difficulties (Kykry et al., 2010). 
Moreover, process consulting emphasizes the importance of client involvement in evaluation 
efforts, as instilling psychological ownership is seen as an essential part of the consulting process 
(Schein, 1999).  
          The questions proposed in Table 4 are intended to help guide monitoring and evaluation 
for SDA as they implement the OIP. I will be focused on coaching as they work through each 
question, facilitating and encouraging collective dialogue between Mr. X and SDA’s SLT. SDA 
is advised to approach each question thoroughly and with an objective stance, as the findings 
from these questions can help create a realistic picture of progress, allowing for targeted 
adjustments and improvements if necessary. For example, several questions require SLT 
members to evaluate how capital is deployed for induction week activities and for the 
procurement of resources through a critical lens. These questions can assist SDA in 
understanding where money is best served in producing the greatest number of positive 
outcomes. As a consultant, I will be focused on guiding the process of interaction and dialogue, 
helping to collectively discover clarity on issues of concern. Each domain-specific question can 
assist SDA in understanding the level at which efforts are aligned with desired outcomes, which 
can provide valuable feedback. The feedback can then be used to realign efforts that are not 
producing meaningful change, and leverage efforts that are generating notable outcomes. 
Approaching the questions in Table 4 from a rigorous analytical standpoint is encouraged, as this 
will increase the likelihood of discovering valuable evidence. For example, monitoring and 
evaluating how effective the new induction plan is at enhancing collaborative practices between 
SLT and current staff members will require a critical lens of analysis, as authentic collaboration 




and obligatory collegiality can look deceptively similar. 
Table 4 
Summary of Domains and Questions to Facilitate the Monitoring and Evaluation Process 
 




Proposed Monitoring and Evaluation Plan 
          The impetus behind this OIP lies in SDA’s high levels of teacher attrition, and as such, the 
evaluation process will take a minimum of two years to collect initial data on teacher retention 
due to SDA's policy on mandatory two-year contracts for all newly-hired expatriate staff. 
However, other domains can be formatively assessed each year, allowing for timely feedback on 
the receptiveness and response to varying aspects of the new induction plan. Formative 
evaluation will require feedback from newly-hired staff on their experiences during induction 
week, which allows for timely information. Formative evaluation will also be used for local 
language teachers on their experiences during the new induction plan, which can be used to 
assess if the plan is too demanding of their time.  
            As shown in Appendix A, the proposed monitoring and evaluation plan uses a mixed-
methods approach using semi-structured interviews, questionnaires, and surveys. To be clear, 
there will be no primary research conducted in this OIP, as the collection of data will solely be 
used to gather feedback from staff and induction participants in order to refine the new induction 
plan and its processes. SDA is encouraged to use a mixed-methods approach, as mixed methods 
research has been found to offset the weaknesses that are inherent in qualitative and quantitative 
methods, working to unite their respective strengths, providing a more in-depth understanding 
(Creswell & Plano Clark, 2011; Pluye & Hong, 2014). Hendren et al. (2018) assert that the 
mixed-methods approach illuminates perspectives, balance biases, and corroborate evidence. 
Moreover, mixed-methods research is based on the idea of enhancing understanding through 
methodical triangulation, which can produce more profound insights due to the convergence of 
substantive findings (Turner et al., 2017).  
          After the initial one-week induction process, newly-hired staff will be asked to complete a 




questionnaire (see Appendix B), which evaluates several induction week components and their 
effectiveness at alleviating culture shock intensity and transition stress. The questions in 
Appendix B also investigate community feel and the perceived level of fun and engagement 
experienced during social activities. A questionnaire will also be given to local language teachers 
at the end of the first year (see Appendix C), seeking to evaluate the level of demand placed 
upon them and whether it was viewed as fair and reasonable. Semi-structured interviews will 
take place at the end of the first year (see Appendix D), which will be used to gain insight into 
the following areas: the usefulness of local language support in adapting to life in an Arabic-
speaking country; the perceived utility of having an educational website on Muslim laws and 
customs; the efficacy in having social events to create community and belonging.          
            The majority of monitoring and evaluation identified in this plan will be the 
responsibility of SDA's SLT; however, I will be available for questions and guidance throughout 
the change process. As a consultant, my primary concern is to have SDA’s SLT feel supported 
and well-equipped to carry out the change initiative. Due to the nature of chosen solution, it is 
imperative that SDA’s SLT are front and center throughout the change process. I believe that 
current staff members will not be impressed if an outside person is seen as the primary change 
driver. I will dutifully perform my role of consultant; however, performing this role in a discreet 
manner seems prudent. Among the SLT, assistant principals will be responsible for carrying out 
the semi-structured interviews and distributing and collecting the questionnaires and surveys. 
After the data has been collected, assistant principals should then work with divisional principals 
to analyze the data, searching for meaningful discoveries and findings. SDA is advised to use 
qualitative analysis when analyzing the text from semi-structured interview questions found in 
Appendix D, and quantitative analysis to analyze the findings from the two surveys. For this 




monitoring and evaluation plan's qualitative analysis requirement, SDA is advised to use the 
qualitative analysis software, Indeemo (Indeemo, 2021). Indeemo is recommended due to its 
simplistic characteristics and ease of use. For the quantitative component of this monitoring and 
evaluation plan, SDA is advised to use the quantitative analysis software, Statistical Analysis 
System (SAS). SAS (Statistical Analysis System, 2021) is recommended in this OIP because it 
allows the user to perform report writing, forecasting, and quality improvement, making it an 
ideal choice. As I am familiar with both types of software, I will be consulting with Mr. X and 
SDA’s SLT as I coach them through the data analysis process. We will video conference as we 
discuss the process and as we work through the data; however, I will also make a video tutorial 
that will be aimed at providing Mr. X and SDA’s SLT with a helpful resource that can be utilized 
at any time.  
            In summation, monitoring and evaluation are important aspects of quality improvement. 
They can be used to help maintain alignment between strategic intent and the outcomes they 
produce and assist change agents in obtaining valuable data that can be used to proceed toward 
deeper examination. The program logic in this section highlights the inputs, activities, and 
outputs which can lead to short-term, intermediate-term, and long-term outcomes. The program 
logic also considers several assumptions and external factors that can influence program results. 
The domains of appropriateness, effectiveness, efficiency, impact, and sustainability can guide 
the monitoring and evaluation process. Lastly, the proposed monitoring and evaluation plan 
recommends using a mixed-methods approach toward data collection and analysis, as this 
strategy is likely to ensure a comprehensive evaluation of the change initiative. Findings from 
the data can help SDA understand the impact of their targeted efforts, which can be used to 
refine and improve their induction processes. 




             Communicating the Need for Change and Change Process 
          Effective communication is an essential component of any change initiative, as it can work 
to alleviate anxieties, prevent rumours, and build support from stakeholders (Richardson & 
Denton, 1996; Eldridge & Mason, 2010). Cawsey et al. (2016) assert that good communication 
programs are essential for mobilizing support for the change and sustaining commitment and 
excitement. Moreover, purposeful and timely communication strategies can enable leaders to 
motivate stakeholders and mitigate the effects of fear associated with change (Broillet et al., 
2013). This section of the OIP will detail the communication plan for SDA, both in terms of the 
need for change and the process of change. There are several communication aims and objectives 
that SDA is advised to adhere to, which are displayed in Table 5. 
Table 5 
Communication Aims and Objectives  
Communication Aims and Objectives 
To raise awareness regarding the need for change 
Clearly and intentionally communicate the intended outcomes to SDA stakeholders 
Use communication to gain support and enthusiasm for the change initiative 
Use communication tools to establish transparency and create a trusting environment 
Diligently communicate strategies and the level of stakeholder involvement in those strategies 
Ensure communication is timely and consistent 
Seek feedback that can be used to improve communication strategies 
Utilize communication opportunities to celebrate success 
 Raising awareness regarding the need for change can help to create a shared 
understanding of why the change initiative is important and how it can produce positive results 
for the organization and its stakeholders. Bouckenooghe (2010) argues that communicating the 




need for change at the onset of an improvement plan can help create more openness to change 
and garner initial support from key stakeholders. I will be video conferencing with all of SDA’s 
SLT at the onset of the change process, with the goal of communicating the imperativeness for 
change. My focus will be to assertively communicate the need for change, outlining how the 
current attrition rates are harming students, contributing to poor community building, and 
fostering unimpressive induction practices.  
            When stakeholders clearly understand the intended outcomes of the change, they are 
equipped with the vision driving change, thus, creating a shared understanding between change 
leaders and change recipients (Cawsey et al., 2016). The use of communication tools, such as 
PowerPoint, videos, and email, will be used to create a transparent approach toward the change 
initiative, communicating to all stakeholders why the change is necessary and why the desired 
outcomes have been chosen. Gonring (1991) and Broillet et al. (2013) assert that change leaders 
should never assume that employees automatically understand why a change is being made and 
should instead be precautious in making these assumptions by being transparent and direct with 
intentions. Timely and ongoing communication can also be beneficial for change initiatives 
because it shows a diligent approach toward keeping people informed and in the know, which 
works to bolster ongoing support (Richardson & Denton, 1996). It is also important for SDA to 
see communication as a two-way process, where stakeholders are able to give feedback on the 
change process, which will help guide refinement of the new induction plan for improvement 
purposes. By facilitating a feedback process, stakeholders can feel empowered and see their 
input as valuable (Eldridge & Mason, 2010). Lastly, celebrating success at various junctures in 
the change process is recommended for this communication plan, as research shows that 
acknowledging and commending success are necessary along the change path, as it helps to 




recognize headway, decrease stress, and strengthen commitment (Cawsey et al., 2016).  
            In this OIP, stakeholders will benefit from transparent and intentional communication 
regarding the need for change and how they can contribute to making change possible. SDA’s 
teaching faculty, both local and expatriate, are key stakeholders who will significantly influence 
the outcome of the change initiative, as they are both essential in the planning and 
implementation phases of the OIP. The Board of Directors are also key stakeholders in this 
communication plan, as they have direct control over the distribution of capital that is essential 
for the new induction plan to be implemented, both now and in the future. A detailed description 
of the communication plan aimed at these two critical stakeholders will be laid out in this 
section. Figure 6 illustrates how the communication plan will deliver information, who will 
deliver the information, whom the two key stakeholders are, and the intended communication 
outcomes.  
Figure 6 
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SDA is advised to use Kotter's (1996) eight-stage process of change, as outlined in Chapter Two 
of this OIP. This section will discuss each stage of the process and the communication strategy 
that will be used to achieve the communication aims and objectives, as outlined in Table 5. 
Before delving into each stage of the eight-stage process, Table 6 summarizes each step of the 
change path model and the plan for communicating change throughout its phases.  
Table 6 
Change Path Model and Communication Plan 
Stage Communication Plan 
Create a sense of urgency Inform the Board of the detrimental effects of high teacher turnover through 
an effective presentation. 
Outline how induction efforts need to be improved and the research that 
supports the value of induction efforts. 
 
Emphasize the cost of constant recruitment. 
Create a guiding coalition Gain support from faculty and staff by outlining how the improvement plan 
can help create more community and belonging. 
Highlight how the change initiative can bring local and expatriate staff 
closer together. 
Develop a vision and strategy  SLT will present its vision and strategy for change to the Board of 
Directors and Superintendent of SDA.  
Communicate the change and 
vision  
SLT will present its vision for change and the strategies that will 
accomplish it to faculty and staff (PowerPoint). 
Empower employees All faculty will be asked to give their insight into refinement efforts, which 
will be collated and analyzed for integration. This will be communicated to 
staff after the initial data collection. 
Generate short-term wins After the new induction plan has been created and the first set of data is 
collected, the positive findings of the data will be shared with faculty and 
staff. 
Personal experiences of the new induction plan will be shared by new 
faculty (volunteer-based) at the end of the first semester, highlighting their 
favorite aspects of it.  
Consolidate gains and produce 
more change 
Areas for improvement, based on findings from the initial questionnaires 
will be shared with the planning committee. This information will be used 
to make refinements for the following year’s induction. 
Anchor new approaches  Refinements and changes will be integrated into the new induction plan for 
the following year, which will be communicated to staff at the end of the 
school year. 




As it relates to the communication plan, each stage of the change path model will be discussed 
next.  
Create a Sense of Urgency  
          During the first step of the change path model, the focus should be on communicating the 
importance of the change initiative to the Board of Directors. This first step will be my 
responsibility, along with Mr. X, as we will be the initial change agents seeking a foundational 
approval. A critical decision from the Board will be necessary if the change initiative is even to 
occur. That decision is whether the capital needed will be given or not. Failure to achieve the 
necessary funds will thwart any momentum that can be started, as capital procurement is critical 
for this change plan. We will communicate the desire for change with an emphasis on urgency, 
as urgency is described by DeCornier and Beirn (2003) as “the antibody to apathy and 
complacency that prevents accomplishments” (p. 220). As we present the plan for change to the 
Board, our goal will be to show International Schools Review data, which has demonstrated that 
SDA has consistently struggled to achieve high scores. Showing reviews that emphasize the 
negative experiences during induction week should drive home the importance of rectifying this 
problem. Showing data from recruitment costs will also help create a sense of urgency, as the 
Board is likely to be concerned when presented with the costly figures associated with faculty 
recruitment, thus, a full review of recruitment costs shall be presented.  
Create a Guiding Coalition  
          Curry et al. (2015) argue that coalition-building can create more unity toward objectives 
and bolster support for organizational change. For this OIP, it is recommended that the 
communication plan pay particular attention to creating a coalition that is headed by all 
divisional principals and the Board of Directors. When faculty see that all divisional principals 




support the change and are enthusiastic about bringing the change initiative to life, it could work 
to create a cascade of further buy-in. SLT are advised to present the change plan to faculty and 
staff in a unified manner, showing that the change initiative is supported universally among all 
divisions.  
Develop a Vision and Strategy 
          SLT will develop the vision for change, along with the strategy that will work to achieve 
this vision. The initial vision will come from this OIP, which will be in the possession of Mr. X, 
the person who approached me for consultancy.  
Communicate the Change and Vision 
          As SLT communicates its plan to current faculty, it will be important that they clearly 
communicate the vision and strategy for change. This will be especially important when 
speaking to faculty, as they will likely be concerned about how the change will affect them and 
what the envisioned future state looks like. These potential concerns will be addressed in the first 
presentation that is given to faculty. As mentioned earlier, I will not be a visible part of this 
process, as my involvement in the change plan shall remain confidential from faculty.  
Empower Employees 
          A highlight of this OIP is that it promotes collaboration between SLT and faculty members 
as they work together to create the new induction plan. As the induction plan is being created, 
employees are empowered to co-create the plan with SLT and are also empowered to volunteer 
for staff-led activities that will be embedded in the plan itself. Staff members are encouraged to 
create induction week activities that they want to organize and run, such as a golf tournament, 
dinner and drinks gala, or a coffee and cake get together. Joffee and Glynn (2001) assert that 
empowering employees is one of the most critical factors in creating lasting and meaningful 





Generate Short-Term Wins 
          It is highly recommended that SLT communicate the positive feedback that is collected 
from the questionnaire given to newly-hired staff post-induction week. The positive comments 
will be shared with faculty, highlighting the positive experiences that newly-hired staff could 
have due to the new induction plan. Cawsey et al. (2016) argue that evidence of short-term 
progress should be communicated to ensure that employees stay motivated, which is why this 
stage of the communication plan is important to attend to.  
Consolidate Gains and Produce More Change 
          In this phase of the change path model, communication efforts will be focused on 
acknowledging and appreciating the positive effects of the new induction plan, as witnessed in 
the encouraging feedback gained from questionnaires distributed post-induction week. The 
positive feedback, if permission is granted, will be shared with staff via a school-wide meeting, 
where quotes are shared from questionnaire answers, which will likely produce uplifting feelings 
toward the change initiative. The sentiments of positivity can catalyze and further drive the 
change initiative as the year progresses; there are other induction processes throughout the year, 
such as Arabic language lessons.  
Anchor New Approaches 
          For induction to be an essential focus for SDA, it needs to become embedded in its culture 
and norms. The communication plan takes this into account, as there will be an emphasis on 
continual communication with faculty regarding the positive effects that are occurring as a result 
of SDA's induction efforts. If effective induction practices become an integral part of SDA's 
identity and culture, the successes and positive observations will need to be intentionally and 




consistently shared with stakeholders. This aspect of the communication plan aims to instill a 
sense of pride among the SDA community, knowing that the school takes the induction process 
seriously, directing effort and resources to ensure that newcomers are welcomed with care, 
consideration, and deliberate thoughtfulness.  
            In summary, the communication plan will follow Kotter’s (1996) eight-stage process of 
change, ensuring each step is taken with thoughtful consideration. There will be several 
modalities of communication, attempting to provide a wide array of informative expression, in 
an attempt to address the various communication needs of stakeholders. The framing of the 
communication plan will be discussed next.  
Framing the Communication Plan 
          When discussing the communication strategy, paying particular attention to the framing of 
the change initiative deserves mention. In communication, framing can be defined as an 
approach that stresses certain characteristics of an issue over others and, as a result, shapes how 
that issue is comprehended (Badullovich et al., 2020). The change initiative's framing is likely to 
determine how change recipients perceive the initiative and whether they deem it to be 
worthwhile or something to be feared or worried about. An effectively framed change vision can 
have the ability to create strong personal connectedness and a readiness to change in followers 
that can supersede the followers’ personal concerns about change (Cawsey et al., 2016). SDA is 
advised to frame the change initiative toward school community improvement and building 
stronger inter-cultural inclusion between local staff and expatriate staff. Table 7 summarizes the 
framing of the change message and the intended outcome. 
 
 





Framing of the Change Vision and Intended Outcome 
Framing of Change Vision  Intended Outcomes  
A more collaborative culture between SLT and 
faculty  
-Faculty will become more engaged in the change initiative, as 
they are given an opportunity to create positive change. 
-SLT have the opportunity to create a less divided structure 
between themselves and faculty.  
More inter-cultural connectedness  -Local staff and expatriate staff will be enthusiastic about 
creating more opportunities for connection and collaboration 
between the two groups. 
Decreased faculty attrition leading to better student 
outcomes  
-Faculty will feel that their efforts to create a strong induction 
plan can lead to better student outcomes, which is a strong 
motivating factor. 
SDA wanting to become a more caring and 
thoughtful organization  
-The change vision will be perceived as a genuine approach 
from SDA to become an organization that values human 
capital and is willing to direct time and resources toward that 
objective.   
          The communication plan's framing can work toward establishing a positive and 
enthusiastic response to the change vision, with the framing strategies mentioned in Table 7 
generating optimistic reactions. The framing strategies are purposefully designed to ignite 
interest and positivity among change recipients, establishing a constructive atmosphere around 
the change initiative. 
            In conclusion, communicating the need for change and the change process is a serious 
stage of this OIP, as it can shape the way change recipients perceive the change, which can 
ultimately determine the level of buy-in or withdrawal. The communication aims and objectives 
(see Table 5) will be used as a guiding tool to ensure that communication efforts are purposefully 
and strategically directed. Through Kotter's (1996) eight-stage process of change, the 
communication plan will utilize several communication modalities to direct efforts with an 
intentional focus on effectively communicating the need for change and the change vision. 
                




           Chapter 3 Conclusion 
  The implementation, evaluation, and communication of the OIP are important elements 
of the change process. SDA is advised to follow the change implementation plan and the change 
process monitoring and evaluation plan discussed in this chapter. The communication aims and 
objectives can help guide SDA as it works to communicate the need for change. Moreover, the 
communication strategy using Kotter’s (1996) eight-stage process of change can enable SDA to 
meet their communication aims and objectives effectively. Next steps and future considerations 
will be discussed in the following section.  
              Next Steps and Future Considerations 
          In this final section, next steps and future considerations regarding the OIP will be 
discussed, highlighting several factors for initial action-taking as well as points of concern for 
future implementation efforts.  
Next Steps 
          There are two steps that will be discussed in this section. First, once the plan is finalized it 
will need to be presented to the Board of Directors, as this crucial first step is where funding and 
essential approvals need to be procured. Funding for improvement efforts is of paramount 
importance for organizational management (Tseng et al., 2005), which is why the initial stages of 
this OIP are so imperative. The improvement plan presented in this OIP will not be possible 
without adequate funding from the Board, so the next step is vital. As a process-oriented 
consultant, direct communication with the Board of Directors, alongside Mr. X, will be the first 
step of the communication process. The goal will be to communicate the importance of the 
change initiative, highlighting the most compelling possible outcomes from its enactment, which 
could help bolster confidence in the plan. SDA can make strides toward meaningful 




improvement; however, developments will be stifled if myself and Mr. X fail to convince the 
Board that the improvement plan is worth time and capital.  
            Second, SDA is advised to conduct an after-action review (Cawsey et al., 2016), which 
can be used to assess the successes of the plan candidly, the aspects of the plan that did not go as 
intended, and how the plan can be better executed in the future. An after-action review can be 
defined as a meeting where people discuss, interpret, and attempt to construct meaning from a 
collaborative endeavour (Dunn et al., 2016). After-action reviews can be an effective way of 
holistically reviewing the change experience, where multiple perspectives are taken into 
consideration to identify strengths and weaknesses of the various approaches used throughout the 
process (Cawsey et al., 2016). My role will be as a facilitator during the after-action review 
process. My goal will be to guide assessors toward genuine critique of the change plan, with an 
emphasis on avoiding group think and confirmation biases. Although after-action reviews are 
useful and beneficial at determining the success of a plan and ways to improve its future use, 
they should be conducted alongside a formal evaluation process and not used as a single means 
of measuring the plan’s efficacy. Szijarto et al. (2018) assert that evaluation is a much deeper 
form of appraisal, where assessors can discover more in-depth findings that work to create rich 
and more profound breakthroughs. As discussed previously in this chapter, there are five 
domains (Markiewicz & Patrick, 2016) that SDA is advised to use as guiding evaluation 
questions (Table 4). The after-action review should follow the evaluation questions that are 
outlined in Table 4, as these intentionally constructed evaluation questions can help guide the 
evaluation process in a more meaningful way.  
            To determine the improvement plan's appropriateness, questions that should be asked are: 
how effective was the plan at helping newly-hired teachers adjust to life in the Middle East; how 




well did the plan allocate capital for the greatest impact; how effective was the plan at enhancing 
collaborative practices between SLT and staff? To determine the effectiveness of the plan, the 
following questions are recommended: to what extent did local language support aid in culture 
shock alleviation; to what degree were induction events successful at easing transition anxieties? 
To assess the improvement plan's efficiency, useful questions would be: how well was capital 
allocated in relation to resultant outcomes, and what resources were most efficient at producing 
positive change? The impact of the improvement plan can be evaluated with such questions as: 
how well did the plan work at preventing teacher attrition; what was the plan’s effect on student 
achievement; what specific resources, supports or services did not contribute to change; which 
induction practices should be continued, and which induction practices should be halted?  
            Lastly, the sustainability of the improvement plan can be judged by the following 
questions: to what extent can the benefits of the new induction plan continue, to what degree can 
the new induction plan be used in other schools, and to what extent can the new induction plan 
be used if leadership structures change?  This final phase of the improvement plan can clarify the 
applicability of the change initiative to other organizations, as well as its utility in organizations 
with differing leadership structures.  
Future Considerations  
            The improvement plan can be used in other international schools. The benefits of having 
an intentional, well-planned, purposeful induction process are immense, as it can bring about a 
greater sense of school community, encourage a more collaborative culture between leadership 
and faculty, and foster a caring environment where newcomers are embraced with attention and 
courtesy. School leaders who want to implement this OIP at their organization should be 
cognizant of three factors before committing fully.  




            First, they are advised to consider the financial constraints that their organization may be 
under, which could impact the extent to which this OIP can be implemented. Partial 
implementation is possible; some of the induction activities may have to be more cost-effective, 
and local staff stipends may have to be restructured toward less capital-intensive avenues.     
            Second, school leaders are advised to consider their school's leadership structure and 
whether their structure can facilitate the involvement needed from SLT members. Schools with 
more SLT members are likely to have an easier time sharing the duties and responsibilities 
needed to implement the OIP properly.  
            Lastly, some school leaders may already have an effective staff induction process but are 
looking to enhance it through the use of this OIP. Staff members may be proud of the induction 
process they have and may not be interested in changing it. These school leaders should nurture 
the sensemaking of these employees as they come to resolve the uncertainty that is often 
associated with change (Stensaker & Falkenberg, 2007). Focusing the attention on improvement, 
not transformation, may help to alleviate some of these concerns.    
          In summation, the next steps are focused on gaining initial capital approvals that will allow 
for resource procurement and event expenses that are key elements of the new induction plan. 
The evaluation should focus on using the five domains of appropriateness, effectiveness, 
efficiency, impact, and sustainability (Markiewicz & Patrick, 2016). An after-review procedure 
is recommended alongside the five-domain evaluation process. Future considerations point to the 
need for leaders to be cognizant of the possible financial constraints at their organization and the 
leadership structure within their organization. Schools that are already adept at staff induction 
can communicate the OIP based on the premise of improvement, not transformation.  
            In closing, I would like to express my sincere hope that this OIP can raise awareness for 




international schools as to the importance of staff induction. International educators are brave 
and courageous, packing up their belongings and their families to move to another country to 
educate and inspire students on foreign soil. The stress and anxiety that can come along with this 
can be overwhelming and discouraging; however, a caring and thoughtful approach to staff 
induction can truly alleviate these negative effects. A purposeful and intentional staff induction 
shows care and compassion for others, communicating a fundamental aura of appreciation for the 
sacrifices that are made and the sad farewells to the comforts of home. I truly believe that if more 
international schools adopted this approach, a lot of frustration, anxiety, stress, and grief could be 
avoided.  
            On a final note, I would like to recognize and acknowledge the graduating class of 2021, 
as we have had one of the most difficult experiences while undertaking this Doctoral journey. 
COVID-19 has inflicted pain and suffering on all of us in some way, whether we lost loved ones 
or were unable to visit our families during such trying times, the pandemic has truly tested our 
ability to persevere. Word by word, page by page, we found what we were made of, which was 
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Appendix A: Monitoring and Evaluation Plan 
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Appendix B: Induction Week Questionnaire  
 
Please complete the following survey. All survey information will remain confidential and will 
be used to improve future induction week processes here at SDA.  
 
 
1. The induction process eased my stress about living in the Middle East. 
 
 strongly disagree  disagree undecided     agree strongly agree 
 
2. The induction process made me feel welcomed with care and attention. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
3. My experience during the induction process made me feel part of a strong 
community. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
4. The Muslim laws and customs presentation was useful in understanding my new 
environment. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
5. The social events that I participated in were fun and engaging. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
6. The induction process felt well-organized, purposeful, and thoughtful. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
7. The induction week activities helped me get settled quickly and efficiently. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
8. The local language resources appear to be helpful and useful to me. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
9. Overall, the induction process made me feel like I made a good decision to work for 
SDA. 
 
Strongly disagree  disagree undecided     agree strongly agree 
 
 




Appendix C: Local Language Staff Questionnaire 
 
 
Please answer each question on the survey. The results from this survey will be shared with 
senior leadership members and some faculty members.  The survey is, however, completely 
confidential. The results will be used to refine SDA’s future induction processes.  
 
 
1. I feel that the work that was required from me during the induction week was fair and 
reasonable? 
 
strongly disagree  disagree undecided     agree strongly agree 
 
2. I was happy to help newly-hired staff learn about Muslim culture and traditions.  
 
strongly disagree  disagree undecided     agree strongly agree 
 
3. I was happy to help newly-hired staff learn about Arabic language. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
4. I enjoyed working more with expatriate teachers. 
 
strongly disagree  disagree undecided     agree strongly agree 
 
5. I would be happy to continue helping during induction week activities in the future. 
 























Appendix D: End of First Year Interview 
 
These questions will be asked at the end of the initial contract year. The responses to the 





1. Overall, how was your experience during the first week of coming to SDA?  
 
2. Did you find the induction week helpful in adjusting to life here in the Middle East? 
 
3. What was your favorite part of the induction week? 
 
4. What was your least favorite part of the induction week? 
 
5. If you could change anything about the induction week you experienced, what would it 
be? 
 
 
 
 
 
 
 
 
 
